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ABSTRACT
Examining Competencies For The Human Resources Professional Within Idaho
State Government
By
Cecil R. Torres Jr.
Dr. Mario Martinez, Dissertation Committee Chair
Professor of Higher Education Leadership
University of Nevada, Las Vegas
This study examines the vital competencies of the Human Resource (HR)
professional within Idaho state government. Through the lens of comparability and factor
analysis, the competencies examined in this study utilize the Human Resource
Competency Survey (HRCS) study framework as a basis for study. Since the HRCS
model was primarily designed for the private sector, this study examines these study
findings in light of public services on a state government level.
This study establishes a competency model that the human resource professional
in state level government can use in various facets related to their individual
performance, training and development, recruitment, evaluation, professional
development, and succession planning. Research suggests that public services often look
to the private sector to bridge the gap between the inflexibility of civil systems and the
flexibility of HR best practices delivery of private business (Selden, Ingraham, &
Jacobsen, 2001; Borins, 2000; OPM 1999–2000; Ulrich, 1997; Gore 1993). Nine original
constructs were re-categorized and reduced to five viable competency factors that groups
together competencies based on participant agreement as to what competencies were
important for the successful HR professional in state level government. These five factors
include professional credibility, quality management, global best practices management,
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workforce management, and performance management. Three taxonomies also surfaced
as a result of this study: technical skills, interpersonal skills, and workforce learning and
development. Future research implications for studies span possibilities on a more
national level across different states in public services, local government systems, and
quite possibly into other nations.
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Chapter I
Introduction
The subject of competencies has been a topic of examination and study since the
1950s. The competencies movement began to gain some momentum through the works
introduced by McClelland (1973). Since that time, there have been a number of studies
conducted on the subject, with the research literature primarily focusing on managerial or
leadership competencies and competency models.
Generally speaking, most practitioners in the human resource (HR) field are
somewhat conflicted as to what the definition of competency really is as it continues to
evolve within the dynamics of the modern HR profession. One definition of
competencies is “behaviors that employees must have, or acquire, to input into a situation
in order to achieve high levels of performance and outputs” (Chartered Institute of
Personnel Development, 2010, ¶ 4). (Please see definition of terms at the end of the
chapter for a complete listing of nomenclature used throughout this chapter.) Boyatzis
adopted Klemp’s (1980) version of a job competency as “an underlying characteristic of
a person which results in effective and/or superior performance in a job” that “may be a
motive, trait, skill, aspect of one’s self-image or social role or body of knowledge which
he or she uses” (Boyatzis, 1982, p. 21).
Competencies development formerly concentrated on performance management
and development—targeted toward an organization’s senior management personnel.
However, competencies have acquired more comprehensive application that encompasses
a much more extensive breadth of HR development and performance management.
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There appears to be an abundance of literature surrounding leadership and
administrators, particularly, in HRs or similar fields. However, competency literature,
specifically on the HR professional within state government, is much less developed. It is
this deficiency surrounding the competency repertoires of the HR professional within
state government that this study will seek to address.
Fortunately, there was a sufficient pool of general literature on public and private
sectors surrounding HR competencies that an acceptable synthesis of literature review
could be conducted for analysis. The research literature yielded findings for both public
and private sectors that fundamentally paralleled each other surrounding current and
future competency requirements for the contemporary HR practitioner.
However, there is a more exclusive body of research literature within the private
services sector that suggests because of the growth of outsourcing, information
technology, and pressures to maintain the bottom line, that the traditional competencies
of the HR practitioner are becoming obsolete. The research further suggests that
“prospective HR specialists will need a much broader set of skills and background
experience than their predecessors have had” and that “ . . . not only do you need to have
the broad HR generalist background, but also business acumen, financial skills, and the
ability to collaborate with clients” (Keiger, 2007, pp. 1–2).
There is also an implication of a notable differentiation of emphasis in public
competency areas, such as political savvy, public policy, and ethics that are lacking in the
private sector models (Javalt & Veisson, 2005, p. 3; Horton, 2000, p. 314). Horton (2000)
and Jarvalt and Vession (2005) cited Virtanen (2000), who pointed out that civil servants
have “political and ethical competencies that differentiate them from the private sector”
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and suggested that the major competency areas are in “task proficiency, professional
competence in substantive policy field, professional competency in administration,
political competency, and ethical competency” (p. 304; p. 3).
Moreover, research has found that “learning organizations emphasize the
importance of learning at individual, team, and organizational levels, thereby increasing
the likelihood of further developing a competent and competitive workforce. The same
strategy can be employed in public sectors” (Naquin & Holton, 2003, p. 24).
The overarching body of contemporary research literature in this area suggests
that competencies are interdependently linked to the success of the HR practitioner. The
same body of research identifies the Human Resources Competency Study (HRCS)
initiative as “the longest, most extensive global HR competency study in existence”
(Grossman, 2007, p. 58). Based on the literature review and knowledge prospected for
this study, the HRCS model will be used as the theoretical basis for this study.
Competency models are often derived from a theory based on the desired
characteristics of a manager or of a particular job. A template is created that is used for
decisions, such as selection, promotion, firing, or assignment management (Boyatzis,
1983, p. 7). Sometimes competency models emerge through expert panels. For example,
resource panels are relatively small groups of people who get participants to think in a
systematic way about a job, its characteristics, and personal skills required for efficacy
(Mansfield, 2005, p. 5). The goal would be to derive a set of competencies that would
characterize success in that job.
Some competency models come from “the acceptance and perpetuation of
tradition.” These traditions may often materialize from an organization’s attitudinal and
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cultural mindset that have historically been a mantra for their success that become
manifest in organizational statements such as, “that is the way things are done here at
General Products Company” (Boyatzis, 1983, p. 7).
Regardless of its source, competency models used by organizations should be
specific and clear. They should be developed with systematic research and inquiry that
relates competencies to the job or occupation under investigation. An additional
consideration to the ongoing development or maintenance and use of a competency
model lies in an organization’s ability to manage rapid change.
Economic trends indicate that our workforce demographic is experiencing a skills
gap as a result of the rapid changes in our economy. “By 2015, the number of employees
over the age of 55 will reach a record 31.9 million compared with 18.4 million in 2000,
according to research from Go60.com” (Bezaitis, 2008, p. 16).
Currently, workforce shortages are beginning to occur in business, private,
governmental, and educational sectors across our marketplace. The baby boom
population is beginning to retire in unprecedented numbers, and there is a lack of
appropriately skilled workers to fill the void being left in the wake. In short, the impact of
this trend is already reverberating across the nation.
Most recently, an economic downturn has occurred, proliferating layoffs and
business closures. On the surface, it would appear the increased unemployment rate could
be a remedial occurrence that could very well address the problem of workforce
shortages. “Most conservative official estimates indicate that 15 million unemployed
workers are now chasing 2.5 million jobs. A more realistic estimate would show that
there are 10 unemployed workers for every job” (Hansen, 2009, p. 1).

4

However, this “fistful of talent” perception is a far cry from any kind of solution.
In fact, although there is an overabundance of applications, employers still struggle to
find people with even the right basic or applied skills regardless of the increased
unemployment rate (Dunn, 2009, p. 1; Paton, 2009, p. 2). Organizational leaders will be
challenged by a changing and “graying” workforce, particularly in critically sensitive
occupational sectors. Now, more than ever, identifying the competencies and
characteristics of HR roles will play an even more important part in effectively managing
these rapid changes.
Statement of the Problem
The state of Idaho has experienced the decentralization of its Division of Human
Resources and redirected the responsibilities of recruitment, retention, and succession
planning toward each respective government agency within its venue. The push for
decentralization is not a new occurrence. It is a representative characteristic of the cycle
of shifting between centralization and decentralization of personnel responsibilities
(Ingram & Jacobson, 2001, p. 600).
Other findings in the research literature suggest that the decentralization of HR
departments is increasingly becoming more commonplace, and they are assuming a more
consultative role in providing support and advice to clients, other state agencies, and
managers (p. 600). With additional budgetary cost-cutting measures from the prevailing
economic conditions, governments at all levels will be faced with the challenge of how to
deliver services in the midst of staff reductions and financial constraints.
Without any real plan for managing such change, Idaho state government
agencies must deal with high-impact transformation without the necessary tools, training,
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or time to adequately accomplish such changes. The lack of planning is not an unusual
phenomenon. Some of the research literature infers that public agencies are more
reactionary in nature and are not considered to be the best planners (Ospina, 1992, cited
in Selden, Ingraham, & Jacobson, 2001, p. 600).
Moreover, this situation has been further complicated by existing legislative and
political requirements that have not been adjusted for decades, let alone for such a
transition. This provides a unique opportunity to reassess the competencies of the HR
professional within the context of this change. This effort would present the prospect of
establishing more up-to-date occupational roles and characteristics that would assist in
meeting the needs of a more contemporary workforce. In order to address the challenges
being presented to HR management in Idaho state government, a more “present-day
view” toward HR competencies can help qualified applicants and existing employees
better meet the demands of their jobs.
Purpose of Study
The purpose of this study is to examine competencies as they pertain to the HR
professional within the Idaho state government workplace structure. Broadly speaking,
this undertaking will utilize the HRCS framework (see Appendix B, p.173) developed by
Dave Ulrich and Wayne Brockbank (2007).
Although the Urich and Brockbank study was initially designed to examine
competencies in the private sector, the HRCS model would assist in identifying a
common set of competencies for the successful HR professional within Idaho state
government. It would also present the opportunity to capture any emergent competencies
or themes in respect to state public services.
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The primary intent is to utilize the HRCS framework to identify those
competencies for the HR professional within the venue of Idaho state government. Ulrich
and Brockbank emphasized that, “People want to know what sets of skills high achieving
HR people need to perform even better” (Grossman, 2007, p. 58).
The original HRCS (first round1988) not only focused on competencies for the
HR professional but on how these same competencies provided any added value to the
financial performance of high-performing companies who participated in the study. The
initial study findings covered “three domains; knowledge of business, delivery of HR and
ability to manage change. The findings showed that the ability to manage change was
more important than business knowledge and HR practice delivery” (Ulrich, Yeung &
Brockbank, 1989, as cited by Ulrich & Brockbank, ¶ 9, retrieved 2008). Since then, the
HRCS competency research has utilized a 360-degree methodology. Each HR participant
evaluates himself or herself on a participant survey against the competencies that have
been identified in this study (strategic contribution, business knowledge, personal
credibility, HR delivery, and HR technology). Each participant selects three to seven
associates who are familiar with the participant’s functioning as an HR professional.
Associates could either be from HR or non-HR.
In the previous 2002 data set, an applied exploratory factor analysis was utilized
to identify basic categories, which produced data that allowed for the development of a
competency model. The domains from that data set identified five competency areas:
strategic contribution, business knowledge, personal credibility, HR delivery, and HR
technology.
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Since its beginning in 1988, the HRCS study series has continually answered
questions, such as


What competencies should individuals possess to be successful in the field?



Which competencies are likely to be most important to current jobs in HR?



Which competencies will become most important in the future? (Rothwell &

Wellins, 2004, p. 4)
Currently, the most recent round of the HRCS (2007 data set), which resulted
from about a total of 10,000 participants, is being analyzed. The preliminary findings on
this data set suggest that most of the key findings found in the 2002 data set continue to
be valid with the 2007 data set, emphasizing the competency that is presently called
credible activist, which was identified as the personal credibility competency domain in
the 2002 data set (Brockbank & Ulrich, 2003, p. 3; Brockbank & Ulrich, 2008, p. 169).
In this most current round within the 2007 data set, there are a total of six
competencies that have been identified: (a) cultural and change steward, (b) talent
manager–organizational designer, (c) strategic architect, (d) credible activist, (e) business
ally, and (f) operational executor (Ulrich, Brockbank, Johnson, & Younger, 2007, pp. 5–
7; Grossman, 2007, pp. 59–60) (See figure 1).

Figure 1. HRCS 2007 Competency Model Ulrich, Brockbank, Johnson, and Younger (2007). Human Resources
Competencies: Responding to Increased Expectations, Employment Relations Today, Wiley Periodicals, p. 6.
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For this study, the most current competencies mentioned that have been culled in
the 2007 data set in the portion of the HRCS framework will be utilized as a theoretical
starting point. It is noteworthy to mention that the competencies portion of this study will
be the only aspect used as the basis for the proposed competencies study for the HR
professional within Idaho state government.
In this chapter, some of the research literature pointed out differentiation in
emphasis in public competency areas, such as political savvy, public policy, and ethics
that are lacking in the private sector models (Javalt & Veisson, 2005, p. 3; Naquin &
Holton, 2003, p. 27; Horton, 2000, p. 314). Horton (2000) and Jarvalt and Vession (2005)
referred to Virtanen (2000), who suggested that civil servants have “political and ethical
competencies that differentiate them from the private sector” and that the major
competency areas are in “task proficiency, professional competence in substantive policy
field, professional competency in administration, political competency, and ethical
competency” (p. 3).
That is not to suggest that the competency of ethics does not exist somewhere
within other models, only that there may be a different emphasis towards ethics than what
the private sector models appear to suggest. For example, ethics in the private sector may
have a very strong commitment toward organizational goals and concerns. However,
ethics in the public sector may not only include organizational considerations but have an
even stronger commitment toward achieving the public good and trust or the “right
morality” (Humphrey Institute of Public Affairs, 1995; Virtanen, 2000, p. 336).
In addition to the competencies depicted in the HRCS framework, the competency
called “political credibility” was developed based on the literature review and knowledge
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that emerged from research findings. These research literature findings identify the major
competency areas of task proficiency, public policy, professional public administration,
political savvy, political ethics, and others. The derived list of competencies will then be
submitted to a selected small group of participants; a resource panel of HR subject matter
experts within the Idaho state government system for feedback and refinement. These
results will then be used to generate the final instrument that will be used in conjunction
with a replication of the HRCS survey on the competencies areas for the private sector to
deploy to the target population. Then a factor analysis will be conducted and the findings
analyzed and synthesized.
Significance of the Research
The significance of this study would not only aid in providing valuable
information to consider in managing workforce issues in Idaho state government, but it
would also provide a vehicle to extend and contribute to the review of research literature
that appears to be deficient surrounding the HR professional within state government.
Similarly, it is important to bear in mind that an ensuing intention of this study is to
discover competencies of the HR professional within the venue of Idaho state
government that would be not only generic or common, but also to explore and identify
emerging themes within this framework. These findings could provide the catalyst to
reassess incumbent strategies toward recruitment, retention, and succession planning by
reviewing more antiquated competencies and job descriptions through a more
contemporary lens.
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Research Questions
The review of literature that was examined yielded modest results related to
competencies, specifically for the HR professionals within state governments. There was
an abundant amount of research surrounding public services in general, the federal
government, and much on the European government services regarding competencies for
the HR practitioner.
The literature historically reveals the roles and competencies within the HR
profession that have changed over a period of 50 years. Research over the last 20 years
emphasizes the need for change in order to meet the demands of a rapidly changing
economic climate.
There are four questions that this research will seek to answer:
1. What are the competencies that commonly characterize a successful HR
professional within Idaho state government?
2. How do individual or collective competencies that define the HR professional
in Idaho state government compare to those findings within the HRCS model?
3. Do the findings of this study surrounding the successful HR professional in
Idaho state government suggest a new competency model, or a modification to
the HRCS model?
4. Do managers, as a group, rate the competencies different from employees as a
group, as to what will be most important for the successful HR professional in
Idaho state government?
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Limitations and Delimitations
The target population will be the total population of HR professionals working
within Idaho state government who are designated HR managers together with those HRdesignated positions which serve under the oversight of the Idaho Division of Human
Resources. Because the total population of the HR professional working within Idaho
state government will be approximately 245, the sample population for this study would
clearly be a limiting factor.
Other limitations would be internal and external factors within the respective
organizations, such as additional cost-cutting measures during the implementation of the
study, sudden market crisis or upheaval, unforeseen technological issues, and other such
phenomenon are not controlled. Similarly, maturity, experience, and leadership style are
not controlled for in this research; however, there will be demographic data collected
from all of the study’s participants. Biases could exist in areas, such as skills mastery and
levels of self-confidence, which may influences respondent choices.
Organization of the Remainder of the Study
The remainder of this research study will be presented in four chapters. Chapter 2
provides a synthesis of the literature on the evolution of competencies and competency
models, definitions of competencies and competency models, differences in managerial
and occupational studies, and evolution and definitions of HR competencies. Chapter 3
will include an overview of research methodology that will be used in this research study.
Chapter 4 will provide the findings of this study. Finally, chapter 5 will include
interpretations of findings, implications, and recommendations for future research.
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Definition of Terms
Competency—“an underlying characteristic of a person, which results in effective and or
superior performance.” Boyatzis further suggested that a job competency “may be a
motive, trait, skill, aspect of one’s self-image, or social role, or a body of knowledge”
which a person may use (Boyatzis, 1982, p. 21).
Competencies Model—“a set of expectations with organizations that serve as benchmarks
for superior performance” (Davidson, 2008, p. 1).
Managerial Competencies—“are the skills, motives and attitudes necessary to a job, and
include such characteristics as communication skills, problem solving, customer focus
and the ability to work within a team” (Ehow Dictionary, 2009).
Leadership—“the ability to guide, direct, or influence people” (Bing Dictionary, 2009).
Occupational Competencies—“the ability to perform the activities within an occupation
to the standards expected” (Cheng, Dainty, & Moore, 2003, p. 529).
Political Savvy—the skill or ability to be astute and understand the political environment
of an organization or government entity and being able to maneuver through political
situations quietly and effectively (Beck & Yeager 2002, cited by Kane, 2010, p. 1;
Montross, 2002, p. 1; Humphrey Institute of Public Affairs, 1995, pp. 1–2).
Political Credibility—having the political savvy to be believable, capable, trustworthy,
and sustain the establishment of alliances and influence towards the achievement of
desired objectives, goals or outcomes within an organization, government body or on
behalf of its constituency (U.S. Department of Health and Human Services, 2010).
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Chapter II
Review of Literature
This chapter is comprised of four sections of research literature review. The first
section will provide an overview of the origins of competencies and competency models
along with current working definitions as they pertain to this study. The second section
will discuss the contrast between managerial and occupational competency studies. The
third section will review the research literature of HR competencies surrounding their
evolution along with contemporary and projected trends. The fourth and final section will
examine the literature on competencies through the public sector lens.
Competencies and Competency Models
Evolution
According to the literature, the concept and measurement of competencies from a
behavioral perspective began as early as 1950 when the focus was on training supervisors
and managers (Nybo, 2004, p. 552). Since then, there have been numerous published
works each with their own perception in defining competencies. Nonetheless, the
literature indicates that there were three distinct approaches that materialized around this
time frame: the educational approach, the psychological approach, and the business
approach (Markus, Thomas, & Allpress, 2005, p. 117).
Technically, the notion of competencies first originated from the educational
field. Up to this time, occupational competence has focused on functional role or job
analysis, which concentrated on “tasks and skills related to performing each task.” In this
approach, competence was “narrowly defined as an action, behavior, or outcome to be
demonstrated” (Markus, Thomas, & Allpress, 2005, p. 117).
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The psychological or behavioral competency movement began around 1973 with
McClelland, who at that time was working in the educational field. McClelland defined
competencies as “motives and personality traits” and said competencies were a “better
way to predict occupational success than traditional means of IQ or aptitude testing” (p.
117).
McClelland’s behavioral conception of competencies proved to play a prominent
role in the field. In 1980, while with the consulting firm, McBer and Company,
McClelland, together with Boyatzis, developed a method of identifying competencies on
the basis of “skilled behavioral repertoires of recognized star performers within particular
organizations” (p. 118). This began a collective rectification to the notion of occupational
competence that has taken a very influential lead in this field up to this current day.
The business approach to competencies is a concept that took root in the late
1980s. Hamel and Prahalad (1989) first introduced the concept of “core competencies”
and “capabilities” (p. 118). Their joint works on core competencies, being “the collective
learning of an organization,” have been a significant contribution for the current interest
in competencies.
The inception of competency models began in the early 1970s soon after the
emergence of competencies. Over the 35-year period of evolution, competency models
have been developed for two primary reasons: (a) in response to changes in organizations
and the workplace, and (b) in response to the needs of people using competency models
to address specific needs within organizations (Mansfield, 2005, p. 3).
McClelland developed the first competency model in 1973, during the infancy of
the consulting firm, McBer and Company. This event took place in response to the U.S.
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State Department’s concern with the selection process of Foreign Service Junior Officers.
Traditional methods, such as academic-aptitude and knowledge-testing criteria failed to
predict effectiveness of these candidates and were screening out too many minority
applicants (Spencer & Spencer, 1993, p. 4).
The U.S. State Department asked McClelland and his colleagues at McBer and
Company to find an alternative method to address this particular problem, and the first
competency model was created. The research team developed the now well-known
Behavioral Event Interview and used a sophisticated method of content analysis to
analyze the data. Some of the key insights produced from this study, such as “the focus
on outstanding performers, use of behavioral event interviews, and thematic analysis of
interview data, and the distillation of the results into a small set of competencies
described in behaviorally specific terms” (pp. 5−6), are still used today. As a result of this
initial study, McClelland’s methodology dominated the practice of competency modeling
for the following 10 to 15 years.
Today, more than half of the Fortune 500 companies use competency models.
Initially, competency modeling had such a ubiquitous appeal for many organizations
because personal characteristics and insights about superior performers were more
interesting than tasks or effective performers (Mansfield, 2005, p. 4). Competency
models were also attractive in that they had a variety of applications in HR management,
such as selection, assessment, professional development, and performance management.
However, the research methodology was very rigorous and involved. In today’s rapidly
changing operational environment, there are market pressures that demand models to be
constructed faster, cheaper, and with less weight on rigor (Mansfield, 2005, p. 4).

16

More recently, organizations began to explore new ways to design competency
models. These newer models focused more on identifying emergent and anticipated skill
requirements as opposed to traditionally effective skill sets. Many companies took a
universal or a “one-size-fits-all” approach towards model development, which usually
targeted leadership. Other organizations went still another direction and developed
multiple competency models for different jobs within the organizations.
Currently, changes in the workplace have affected competency modeling
development in a significant way. Because of the rapid cascading effect of change,
competency models have a much shorter life cycle than in previous periods of its
evolution.
These changes in the organizational environment have also directly affected the
way employees use competency models. The intensity and pace being imposed on the
day-to-day work life of employees have made it difficult for them to participate in the
ongoing process of creatively upgrading competency models on a consistent basis.
The research literature indicates that because of this increase in operational
tempo, employees may have “shorter spans of attention, less tolerance for complexity,
and want to read less.” So, there is a tendency to construct competency models in a more
streamlined way with more thought-provoking and inductive terminology that appeals to
the reader’s interest (Mansfield, p. 5).
Nonetheless, competency models have continued to evolve with consultants and
HR professionals paving the way toward new approaches in competency model
development. At present, there are three widely used sources of data compilation that are
used: (a) resource panels or focus groups of subject matter experts, (b) critical event
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interviews with superior performers, and (c) generic competency dictionaries (Mansfield,
2005, p. 5).
Resource panels are relatively small groups of people who get participants to
think in a systematic way about a job, its characteristics, and personal skills required for
efficacy. Its members are usually comprised of, but not limited to, HRs and training staff
together with others who have worked closely or are familiar with a particular
occupation.
A critical focus of resource panels is sometimes called a “future scan,” when the
panel members ask the participants about developing trends or shifts within the
organization, market forces, or technical knowledge, and their potential ramifications on
the job in question. Resource panels can also provide a venue that allows a more formal
method of participation and gathering information. This would allow a forum for
contributions from different organizational pathways to be inputted for a more wellrounded and systematic perspective on data (p. 5).
A second main source of data streaming is through conducting critical event
interviews. This involves the participation of superior performers and the utilization of
research instruments, such as behavior event interviews, which are similar to the ones
used in the early evolution of competency model development.
When using this type of interview method, it requires a very in-depth examination
of a small number of broad events or experiences. This necessitates the research team to
have a rather highly developed analytical strategy and to be highly proficient in its utility
(Mansfield, 2005, p. 6).
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The employment of critical event interviews usually involves the use of tools,
such as a tape recorder and transcriptions to analyze the information. However, using this
approach as a data source will usually increase the cost and time to develop the
competency model.
On the average, analysis of the compiled data usually takes half a day. Once this
is done, the research team may take one to two days to integrate this data. For example, if
you have 12 interviews in process, it could take up to 12 days toward the development of
a model.
However, there is a unique value in using these types of interviews. They can
provide very detailed examples of how specific competencies are actually demonstrated
within a particular occupation. This is usually a good strategy for a particular critical job,
but for constructing multiple competency models for various jobs, this may not prove to
be a very cost-effective or timely approach.
The third main source of data is generic competency directories. These are
“conceptual frameworks of commonly encountered competencies and behavioral
indicators” (p. 6). These directories, on the average, have 20 to 40 competencies with 5 to
15 behavioral indicators.
There are three common uses for these directories in competency model
development. They are generally a foundational starting point for model construction.
Directories help in categorizing initial ideas and concepts in an organized way for
analysis or reorganization. Directories are also used in a resource panel interview. The
panel members ask the participants to rate generic competencies by importance as they
relate to the particular occupation that is in consideration (Mansfield, 2005, p. 5).
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Finally, directories are used as a guide to analyze data produced from a critical
event interview. Listings of generic competencies and individual behavioral indicators
can be quickly compiled and printed out for analysis (p. 7).
Generic competency directories are useful in a number of other ways. They assist
in creating multiple competency models for various jobs within the same organization.
The development team can review and revise a set of generic competencies as a
foundation for designing more specific individual competency models. Consequently,
when a competency is used, it has the same general definition, but the behavioral
descriptors vary from one job to the next (p. 7).
Definitions of Competencies
So, what are competencies exactly? Much of the previous discussion has been on
the evolution and fundamental applications of competencies and competency models. In
this next part of this section, the definitions of both will be explored more in depth.
As mentioned previously, the concept and measurement of competencies from a
behavioral perspective began as early as 1950 when the focus was training supervisors
and managers (Nybo, 2004, p. 552). Then in the early 1970s, McClellan began the
competencies movement by ushering in a methodology of testing competence rather than
intelligence. Previously, competencies were defined “based on functional role analysis
and described either role outcomes or knowledge, skills, and attitudes or both . . . and
assessed by a behavioral standard” (Markus, Thomas, & Allpress, 2005, p. 117).
In the 1980s Boyatzis, who was at McBer and Company, expanded the definition
of competencies as an “underlying characteristic of a person which results in effective
and or superior performance.” He further suggested that a job competency “may be a
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motive, trait, skill, aspect of one’s self image, or social role, or a body of knowledge,”
which a person may use (Boyatzis, 1982, p. 21).
These characteristics may or may not be known to that person and may even be
unconscious aspects of the person. Boyatzis also explored the notion of a threshold
competency, which he defined as a “person’s generic knowledge, motive, trait, selfimage, social role, or skill which is essential to performing a job, but is not causally
related to superior job performance” (p. 23).
Others described competencies as a representation of “an underlying ability or
trait, and the behavioral indicators describe specific ways in which that ability or trait is
demonstrated” (Mansfield, 2005, p. 14). Seal, Boyatzis, and Bailey (2006) described a
competency as:
a capability or ability that leads to a successful outcome. It is a set of related but
distinct sets of behaviors organized around an underlying purpose or goal, called
the “intent.” Competencies, therefore, are the result of appropriate behaviors used
effectively in the situation or time to further the underlying goal or purpose that
emerges from the intent (p. 193).
Byham and Moyer (1996) suggested that there are two basic approaches to
defining and developing competencies—the behavioral and the clinical approach. The
behavioral approach focuses on behaviors, motivations, and knowledge that are pertinent
to a particular occupation. The clinical approach suggests identifying underlying personal
characteristics of the individual as the basis for defining competencies independent of any
job connection—in short, it focuses on the personal characteristics of superior performers
(as cited in Davidson, 2008, p. 2).
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From an organizational perspective, the term core competencies is often used in
conjunction with definitions describing individual competencies and performance. Most
of the literature reviewed indicates that core competencies are viewed more as an
organizational characteristic. Much of the strategic-focused research literature
predominately mentions this perspective in the light of sustaining competitive advantage
(Clardy, 2007, p. 341).
Fundamentally, core competencies are defined as “an organizational capability to
perform some aspect of a production function in a manner consistently superior to its
competition that in turn leads to above-average organizational performance.” They also
manifest a characteristic that “conceptualizes the ability to structure short-term
transformations, as well as long-term organizational change, in the way that permits a
sustainable company development.” These core competencies apply to all occupations
within a specific group or unit, to all occupations within a job family, or to one or a few
occupations (Clardy, 2007; Zaugg & Thom, 2002; Wooten & Elden, 2001; Blancero,
Boroski, & Dryer, 1996; O’Leary, Lindholm, Whitford, & Freeman, 2002).
Definitions of Competency Models
What is a competency model? Much like competencies, competency modeling
has been defined in a variety of ways by a multitude of researchers. The first competency
model was developed in the early 1970s by the eminent psychologist David McClellan.
The first 10 years of competency modeling development was dominated by
McBer and Company, so much so, that other consultants were trained in the McBer
approach to competency modeling. The prevailing approach at this time was an emphasis
on identifying competencies for managers who were outstanding performers through the
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use of “behavioral event interviews, thematic analysis of interview data, a distillation of
results into a small set of competencies described in behaviorally specific terms”
(Mansfield, 2005, p. 4).
The predominant definition for a competency model was “a set of expectations
within organizations that serve as benchmarks for superior performance” (Davidson,
2008, p. 1). Other writers felt that a competency model “should provide an operational
definition for each competency and sub competency, together with measurable or
observable performance indicators or standards against which to evaluate individuals”
(Markus, Thomas, & Allpress, 2005, p. 118).
Still others in the field suggested that a competency “model of excellence based
on implicit competencies must naturally also be in harmony with the corporate culture,
the strategy, and the employees” (Zagg & Thom, 2002, p. 199). More contemporary
studies reveal that some competency models are designed from an organization’s core
competencies in order to sustain long-term competitive advantage. However, other
research cautions that “by compiling profiles of generic characteristics . . . analysts
mistakenly apply the term “core competency” to what are really superior task proficiency
characteristics of individuals in specific jobs” (Clardy, 2007, p. 340).
The next section will discuss managerial leadership and occupational studies as
they pertain to competencies.
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Management versus Occupational Studies
Background and Definitions
In prospecting the literature for review for this section, there appeared to be a
wealth of literature on management studies. Comparatively, there was not much literature
found on the specific topic of occupational studies. Nonetheless, there was sufficient
research from which to derive some distinguishing characteristics between the two types
of studies.
Audioenglish.net dictionary (2012) defined the term occupational as “of or
relating to the activity or business for which you are trained” (p. 1). On the other hand,
managerial is defined as “of or relating to the function or responsibility or activity of
management” (Audionet.net dictionary, 2012, p. 1). Leadership is defined as “the ability
to guide, direct, or influence people (Bing Dictionary, 2009, p. 1). Still, there are others
who are more specific in the differentiation between the terms occupational and
managerial as they relate to competencies. For example, Cheng, Dainty, and Moore
(2003) defined occupational competency as “the ability to perform the activities within an
occupation to the standards expected” (p. 529). This is a much broader definition than
that of Davidson (2008) who went a step further in defining occupation-specific
competencies as “competencies that vary according to occupation” (p. 5).
For instance, competencies or competency studies surrounding accountants will
be very different from those in information technology management. The demands for
those particular job roles may have more differences than similarities within their
occupational profile.
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However, occupational competencies for an information technology analyst
would be different as opposed to the managerial competencies of an information
technology manager; or even an accountant as opposed to an accounting supervisor.
There may be similar, more basic (occupational) job functions that may overlap to some
degree. However, in a more supervisory role, the job demands become more specific to
that role (managerial), which requires not only the basic job functions, but also more
advanced knowledge, skills, and abilities (p. 4).
Even though the managerial and occupational competency definitions may have
some differences, there can be a cross-over of interrelatedness that can connect these
terms in a variety of ways that is evidenced in the readings. So, the tendency to use these
terms universally can be more pronounced in many studies, and there can be cause for
confusion as to what these terms mean as they relate to competencies.
However, the most obvious of these differences is that managerial and leadership
studies have a specific focus on leadership or supervisory type roles. Occupational-type
studies can encompass a broad to a very narrow range of subject matter areas, which can
include managerial and leadership roles.
The overall concept of occupational competency studies has often been used
comprehensively; that is, it has included managerial studies along with other occupational
related categories. For example, the National Institute of Health, an agency that primarily
conducts and supports medical research for the federal government, has developed “an
organizational wide competency model for its entire workforce . . . comprised of core
competencies, occupation-specific competencies, and leadership and management
competencies. . . . [National Institute of Health] defines competencies as the combination
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of knowledge, skills, and abilities that contribute to individual and organizational
performance” (Davidson, 2008, p. 4).
There have been numerous studies done on management and leadership with
some poignantly produced on a particular position or type of managerial competencies
that may be concentrated structurally across or within organizations, sectors, or
industries. The definitions of managerial competencies within these studies have also
varied.
Generally speaking, management competency studies are those that identify the
job–role competencies, which define exemplary management performance (Davidson, p.
6). Barber and Tietje (2004) cited the works of Parry (1996) in their study surrounding
manufacturing, assembly, and material processing by describing managerial
competencies as a “cluster of related knowledge, skills, and attitudes that affects a major
part of one’s job (a role of responsibility), that correlates with performance on the job,
that can be measured against well accepted standards, and that can be improved via
training and development” (p. 596).
Management and Occupational Studies
Traditionally, there has been a trend in research literature that managerial studies
appear to emphasize the general managerial role. “A manager job is called to specifically
one role whereas a management job calls on a constellation or integration of various
roles” (Boyatzis, 1982, p. 18).
However, the emergence of the rapidly changing, team-orientated, and virtual
focused work environments has changed the shelf life of managerial job demands. The
research supports that there are variations and gaps in skills, functions, and contexts of
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management job roles that make generic management competency classifications not
very viable (Barber & Tietje, 2004, p. 1).
Similarly, occupational studies have not remained unscathed as they apply to the
overall workforce architectural structure. In spite of the explicitness of focus, the
literature suggests that because of the rapid changes in the business world, there has been
an “increased overlap of employee and management roles” (Davidson, 2008, p. 3).
Additionally, some organizations have flattened, which means there are less
organizational layers and fewer opportunities for advancement. These changes have also
created a need to be effective in cross-cultural collaborations and assignments together
with defining more specific, well-defined work roles, which are imperative in order to
achieve desired effectiveness. This would explain why the definitions of these terms
appear to be at times muddled and unclear as the workplace dynamics continue to change
over time. Consequently, the traditional definitions of jobs are becoming increasingly
rare within the research literature.
In the quest to move towards being a “different kind of organization” through the
utility of competency-based approaches, there has been a more focused interest in
developing individual competencies in order to create an organizational environment that
has greater “flexibility, quality, and performance of production systems” (Godbout, 2000,
p. 80). Bergenhenegouwen (1990) stated that there is a tendency to define individual
competencies from a behaviorist perspective, which is “personality characteristics that
are inherent in a person’s actions in relation to all kinds of tasks and situations”
(Godbout, 2000, p. 79). Spencer and Spencer (1993) introduced a term called human
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competence, which they describe in four phases: instrumental, transferrable, personal
values and standards, and human competence skills (p. 11).
The instrumental (observable) skills phase deals with the observable knowledge
and skills that relate to the tasks and work. The term know-how and technique best
defines the instrumental knowledge and the skills of that job.
The second phase refers to what is called transferrable skills phase. These are
mediating nonjob specific skills that are used in a variety of situations. These are personal
qualifications and refer to things, such as social and communication skills, general
technical insights, relationship building, and basic approaches to work and problem
solving.
In the third phase of ethics and morals, a person’s values, standards, and morals
are taken into account. It is how these characteristics relate to the social and political
expectations for a given organization or professional group that is the focus in this
particular phase. Acceptance among peers or colleagues requires a commitment to share
values and standards. The combination of these three phases is what is considered to be
the professional qualifications of a given person.
The fourth phase of human competence deals with those personal characteristics,
such as self-perception, drivers, being pragmatic, enthusiasm, commitment to results, and
motivation. These characteristics are very difficult to observe and measure. In most job
settings, it is these aspects of employee competence that can determine the difference
between acceptable and superior performance (Godbout, 2000, p. 79;
Bergenhenegouwen, Horn, & Mooijan, 1996, pp. 30–31).
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In some organizations, individual competencies can become more important
during the recruitment process than knowledge or technical skills when anticipating a
desired level of future performance. The literature suggests that this requisite increases,
particularly with professional and management occupations because they require a much
higher level of functioning and empowerment in order to accomplish the assigned duties
as expected.
Initially, the HR process was theoretically established in the concept of creating a
constant symmetry between the employee and the position. As a result, the systematic
bedrock of HR oversight was primarily concentrated on the job with the individual
employee as the resource to fill that job. What competency models seek to accomplish is
to redirect the focus from job descriptions, tasks, and duties and place it on the
motivation, valuation, and enhancement of competencies for employees.
In the next section of this chapter, the competencies for HR professionals will be
discussed in more detail. The evolution is followed by a dialogue on contemporary HR
competencies and concludes with a selected model for use in this study.
Human Resource Competencies
Evolution
The evolution of HR competencies appeared to have merged in unison with the
historical development of HR management. The historical timeline goes as far back as
when knowledge was first recorded.
For example, methodologies or functions were constructed and passed down for
the selection of tribal leaders to younger generations together with the knowledge that
would enable them to survive, to live in safety, to maintain health, hunting, and for tribal
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gathering. More evidence of advanced HR management functions has been uncovered as
early as 1000 and 2000 B.C. Early screening tests have been discovered to be in practice
in China as far back as 1115 B.C. (Felice, 1998, p. 1).
The earliest forms of industrial and apprenticeship systems were first started in
the ancient Greek and Babylonian civilizations. The ancient Romans structured work to
be done by trained specialists, who were coordinated and motivated by their task masters.
These elements of specialization by skill, coordination by hierarchy, and motivation by
reward and punishment established a craft model of economy that prevailed through the
Middle Ages up to the Industrial Revolution (The Focus of HRM, 2007, p. 1).
During the 1800s, the Industrial Revolution brought about a change surrounding
the craft economy of mentor–apprentice type of modeling. There was a transition from
guilds and home shops to an assembly line–repetitive tasking type of work environment,
which changed the focus of required competencies. Fewer skills were required and
workers became interchangeable because of their congruent occupational orientations.
As time progressed through the 1890s, the shop management system emerged,
and machines and other technologies began dominating the workplace. This also required
another adjustment to the skills and competencies of workers in order to accommodate
these advancing changes in industry (Felice, 1998, p. 1).
From 1895 up to the 1920s, the advent of Fredrick W. Taylor’s scientific
management theory and principles came to fruition within the workplace architectural
scene (Morgan, 2006, p. 22). Fundamentally, it outlined management approaches for
attaining greater productivity from low-level production workers. It was a shift of
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philosophical view towards the general workforce from that of indentured servitude to a
more humanistic all-inclusive perspective.
Not soon after, industrial psychology was introduced into the workplace arena by
Hugo Munsterberg, a psychologist at Harvard University, whose work focused on the
recognition of the importance of the individual. His methodologies played a key role in
the analysis of jobs in terms of their mental and emotional requirements and formulated
testing that would assist in enhancing individual performance.
During this time frame, World War I began and with it some refinements in the
area of competencies. More testing was developed to evaluate military recruits for
induction and classification. Changes in mechanization generated industrial growth and
increased productivity (Felice, 1998, p. 2).
Around the 1920s, there began a shift in management focus from the job to
individual differences. The few companies who had personnel departments at this time
started to develop recruitment procedures and assessment of skill needs and written job
descriptions. The general attitude in the workplace was that management knows best
(Felice, 1998, p. 2).
The 1930s gave rise to what was called the “era of human relations.” During this
time, the linkage between supervision and morale was discovered and acknowledged.
This encouraged discussions surrounding empowerment, team work, and psychological
motivation.
The Hawthorne studies by Elton Mayo were conducted, which questioned the
principles and assumptions regarding behavior in Taylor’s scientific methods. This
resulted in the determination that physical condition gave way to human factors as
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important determinants in motivating workers toward increased performance (Rieger,
1995, p. 56).
From the mid-1940s through the 1960s, there were some very key events that
brought about milestone changes that influenced HR competencies. World War II
brought about some challenges for personnel departments in order to keep factories
running and meet the demands the war was imposing on the country. The majority of job
recruitment was accomplished by hiring and training women based on the competencies
and skill sets that were geared toward their male counterparts.
Consequently, this led to a renewed focus toward exploring the area of individual
needs and competencies and enhancing productivity and performance through increased
employee satisfaction. Abraham Maslow (1954) in his book, Motivation and Personality,
provided an additional framework for attaining employee commitment and satisfaction.
Managers began to reflectively examine their current approaches and came to the
conclusion that the answer to productivity issues did not stem from the job or the
employee but was a combination of both. They surmised that productivity was a function
of successfully matching the job to the employee and vice versa (Felice, 1998, p. 3).
The 1970s marked an era of bureaucracy where leadership came to the realization
that “job design, employee satisfaction, and morale are as important as hiring, benefits,
and crisis management. The human potential movement leads to job enrichment and
integrated task team” (p. 4).
At that time, McClelland (1973) authored a literary work entitled, “Testing for
Competence Rather Than Intelligence,” in the American Psychologist. His work opened
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up the question of whether intelligence testing really does tap into the skills and abilities
that lead to success and suggested the alternative of testing for competencies.
The 1980s brought about an even more accelerated rate of change in the area of
competencies. During this time, companies discovered in the midst of downsizing and
reorganization that “encouraging commitment and increasing productivity require
employees to be involved in work design efforts” (Felice, p. 4). Boyatzis (1982)
published his book, The Competent Manager: A Model for Effective Performance, which
provided a competency model for superior performers as it applies to the management
role to further expand the role of competencies within the overall workforce structure.
However, it was toward the end of this decade and through the 1990s that the
focus of inquiry surrounding HR professionals and their roles became more acute. As
organizations began to look at the elements that foster success, competencies for the HR
practitioner began to become a more important factor in the greater picture of added
strategic value.
Because of the rapidly changing environment, many researchers (Ulrich,
Brockbank, & Yeung, 1990; Ulrich, Brockbank, Yeung, & Lake, 1995; Brockbank,
Ulrich, & James, 1997) began focusing on answering questions, such as “what are the
competencies of HR professionals in high performing firms that differentiate them from
HR professionals in low performing firms?” (Brockbank, Sioli, & Ulrich, 2002, p. 6).
The future trends for the HR practitioner also became an important area of discussion
under the environmental acceleration of change that was occurring in the workplace.
By the turn of the millennium leading up to the present, other research endeavors,
such as the ones sponsored by the American Society for Training and Development and
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the Society of Human Resource Management (SHRM), were launched in a series format.
These studies provided an added value to past, present, and future competencies literature
surrounding the robust and rapid evolution of competencies for the HR professional that
continues to contribute to this field.
This brings us to the current workforce environment where the “flexible
organization will require a dynamic workforce that does not limit itself to a rigid job
description and a functional organizational position” (Felice, 1998, p. 5). In the next
section, contemporary studies surrounding the HR practitioner will be discussed in more
detail.
Contemporary Human Resource Competency Studies
As mentioned previously in this chapter, the traditional concentration for research
studies on competencies has been on leadership or managerial occupations (Drucker,
1973; McClelland, 1978; Kemp, 1979; Kotter, 1979; Boyatzis, 1982). Some results have
also been produced to specify HR competencies coming from a limited number of
executive interviews from within a number of firms (Yeung, Woolcock, & Sullivan,
1996, pp. 48–49).
The traditional approach to competencies was to “focus on isolated specific jobs;
identify universal or core competencies for that job; emphasize identifying the qualities
that differentiate top performers from the rest; and involve job-specific analysis and
person assessment” (Clardy, 2007, p. 340).
In this new age of business, the HR practitioner will require a value-added
approach to attaining competencies in order to address organizational and employee
needs for success. In a book entitled, Human Resources Development: The Field, R.
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Wayne Pace (1991) identified seven underlying assumptions that would provide a
foundation and course for contemporary HR management:
1. Companies need to acknowledge individual worth by recognizing and valuing
individual contributions.
2. Employees are resources who can learn new skills and ideas to occupy new
organizational positions.
3. Employees have a right to safe, clean, and pleasant surroundings. Quality of
life is a legitimate concern.
4. Companies should champion the need for continuous learning; talents and
skills must be constantly refined in the long-term interest of the organization.
5. Companies need methods to facilitate continual worker adaptation because
opportunities are constantly changing.
6. Companies should foster employee satisfaction because humans have a right
to be satisfied by their work. Employees have a responsibility and profit
motivation to try to match a worker’s skills with his or her job.
7. Employees need to know more than the requirements of a specific task in
order to make their maximum contribution (cited by Molanis & Cengage,
2000, Focus of HRM, ¶ 2–3).
However, as the face of HR continues to change, so do the expectations for
performance, which requires a constant renewal of the HR agenda mandating new and
more powerful valued-added contributions from those who are in the field (Ulrich, Sioli,
& Brockbank, 2002, p. 5). Ulrich contended that “the professionals who would have
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succeeded 30, 20, even 10 years ago are not as likely to succeed today. They are expected
to play new roles. To do so they need new competencies” (Grossman, 2007, p. 63).
As HR defines new roles for professionals in the field, new competencies must be
developed as well. The last 10 years have brought about a rapid succession of changes to
the competencies field. “Legacy HR work is going, and HR people who don’t change
with it will be gone. Twenty percent of HR people will never get it; twenty percent are
really top performing. The middle sixty percent are moving in the right direction”
(Grossman, 2007, p. 63).
Trends in Human Resources
Consequently, there have been some very key studies that have been developed to
identify and forecast present and future trends in an attempt to keep up with the robust
and dynamic nature of HR management in this area. Some of the more currently noted
recurring themes in the research literature are globalization, speed, service economy,
workforce composition (demographics), declining customer loyalty, and demands for
financial results (Clardy, 2007; Nijhof, 2004; Zaugg & Thorn, 2003; Ulrich, Sioli, &
Brockbank, 2002; Wooten & Elden, 2001; Langbert, 2000; Ulrich, 1998; Blancero,
Boroski, & Dyer, 1996; Lawson & Limbrick, 1996).
Globalization is the increased mobility of goods, services, labor, technology, and
capital throughout the world. Although this phenomenon is not a new development, its
pace has increased significantly in the last two decades. “It is one of the primary factors
that has increased the intensity of business competitiveness to an all-time high”
(D’Aveni, 1994, p. 184).
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In order to move effectively in this climate, people will need to possess a different
set of competencies and capabilities. They will need to identify and leverage the
cooperative economy of administrative, strategic, and cultural organizational forces with
proficiency.
The demand for moving at the required speed of business is another critical factor
that has literally mandated cultural change within organizations. In this current world of
virtual organizations and e-business, what companies know will matter less and what a
company can create and apply will matter more (Ulrich, Sioli, & Brockbank, 2002, pp.
2–3). The ability to “generate, assimilate, ingest, act on, and respond to increasing hoards
of information becomes a key to corporate success. Identifying and developing the
culture of fast innovation, creativity, agility, flexibility, and adaptation will be the call
upon the HR professional” (p. 3).
Another emerging area of primary influence is the changing dynamics of the
service economy. The previous 20 years has witnessed a notable increase in the gross
national product as it relates to the service sector. Along with that, emerging contributors
are augmenting traditional aspects in the service industry, which include economic
activity within associated commercial fields, such as hotels, restaurants, entertainment,
psychologists, and consultants.
“As people accumulate physical stuff that they desire, the quality of life becomes
marginally more enhanced by the consumption of services provided by the helping
professional” (Ulrich, Sioli, & Brockbank, p. 4). An example of this is one of the biggest
contributors: sales. Because people are the central delivery mechanism for service-
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oriented industries, sales’ outcomes are linked to the people who deliver those goods and
services in the front lines.
As a result, companies are coming to the conclusion that they cannot treat
employees one way and expect them to treat customers differently; they can’t expect to
maintain their competitive advantage without customer satisfaction. Consequently, a
redirected focus is not only on technical abilities, but on the human side of employees
(Goleman, 1995; Ryback, 1998 cited by Ulrich, Sioli, et.al.). Other research in adult
learning theory “indicates that understanding people is the key to remaining competitive
both inside and outside organizational settings” (Sun & Shi, 2008, pp. 354–355).
A changing workforce composition is also exerting its own pressures and
demands on the HR professional. There is more of an ethnic mix in North America with
particularly increasing growth in the Spanish-speaking citizenry. Some of these emergent
pressures include:


The birthrate of minorities far out paces those individuals of European
ancestry.



The graying of the workforce is becoming more pronounced over the general
workforce population as a whole.



The personality profiles and job expectations of Gen-X, Gen-Y, Gen-I, and
Gen-E are frequently at odds with the leaders of HR professionals who must
understand, hire, motivate, and lead the next generation.



Loyalty has dropped and the “what’s-in-it-for-me” factor has increased.
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Balancing work and family life has increased desires for employees with
increased implementation of home-based telecommuting as a viable solution
(Ulrich, Sioli, & Brockbank, 2002, p. 4).

As these pressures are brought to bear on the workforce, the traditional
perspectives on leadership, job design, hiring, retention, incentives, and cohesion are
challenged for change in order to effectively adapt and manage this more diverse
workforce. Rothwell (1999) in some of his research points out the “importance of
understanding workplace learners, noting that competence is a function of what teachers,
trainers, and supervisors know about learners and employees” (Sun & Shi, p. 354).
Customer loyalty has become yet another trend influencing the face of HR
management and competencies. Previously, alternative sources for goods and services
were much less available, which fostered customer loyalty. In our current world, highpriced, low-quality products and services are met with customer dissatisfaction and
ultimately a rapid decrease in loyalty. The only way to maintain a competitive advantage
is to be consistent in providing high-quality, low-priced products and services with
unique features and benefits. This requires recognizing that the “value of a workforce lies
in being technically adept, highly skilled, highly capable of adapting to change,
communicating effectively, and fostering interpersonal relationships” (Rodriguez, Patel,
Bright, Gregory, & Gowing, 2002, p. 310).
Higher demands on organizational financial performance that are also being
exerted by capital markets have some emergent implications for the HR practitioner.
Brockbank, Sioli, and Ulrich (2002) suggested that there are four such implications
surrounding the HR agenda: (a) a greater demand to be more productive, (b) the
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proliferation of mergers and acquisitions, (c) financial performance affecting stock
ownership and control, and (d) the importance of nonfinancial criterion as it relates to
toward long term organizational success (pp. 5–6).
A more obvious consideration is that there is a much greater demand to be
productive. Although this is not anything of great significance, there have been more
focused energies being spent on controlling and cutting cost rather than on innovation.
Consequently, this produces questions that demand answers, such as:


How can employees be encouraged to produce more high-value added work in
less time?



How can organizations give people information, competencies, incentives,
and authoritative frameworks in order to function with less supervision and
staff support?



How can organizations encourage employees to engage in the pursuit,
discovery, identification, and reduction of the hidden costs agenda? (p. 5)

The second implication for the HR agenda is the proliferation of mergers and
acquisitions. This particular element has surfaced in an attempt for organizations to
“reduce overhead costs; increase market share, diversify portfolio risk, acquire new
technical and cultural capabilities, and purchase additional cash flow (Clemente &
Greenspan, 1998; Krallinger, 1997, as cited by Brockbank, Sioli, & Ulrich, 2002, p. 5).
The research literature also indicates that 50% of these mergers and acquisitions
fail outright and that the majority of these failures are attributable to HR-related issues
(Mervis & Marks, 1992, as cited by Brockbank, Sioli, & Ulrich, 2002, p. 6). Some
challenges to meet and questions to provide answers for are left in the wake, such as:
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Have the right people been retained?



Has the head count of the right people been reduced?



Have politics been omitted from the integration process?



Is there a rationale concerning work and people to achieve promised or
desired results?



Have the joined cultures been able to maintain their focus on externalities
instead of internalities?

The third implication under financial performance affecting the HR agenda is the
notion of stock ownership and control. Now, more than ever before, people have engaged
in stock ownership. Baby boomers especially have predominately looked toward the
security of the stock market for their retirement futures.
While this may hold true surrounding the dispersion of stock ownership, the
control over stock ownership has increased proportionately as well. As ownership control
transitions to pension and mutual fund managers who can directly or indirectly influence
the transactions of millions of shares, they are progressively more likely to apply that
influence toward orchestrating the direction of policies and procedures at key
organizational levels.
Lastly is the emphasis on the importance of nonfinancial criterion toward long
term organizational success. A study by Ernst and Young (1998), called the “Measures
that Matter,” produced outcomes from 300 buy-side and 300 sell-side analysts based on
nonfinancial criteria they weighted highest for making buying and selling decisions. This
criterion included “the quality of management, market position leadership, strength of
corporate culture, strategy execution, effective executive compensation, attracting the
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best talent, and product development capability” (as cited by Ulrich, Sioli, & Brockbank,
2002, p. 6).
Each of these implications suggests that these analysts were looking for long-term
predictors for success. They also imply that each of these rudiments is partially or
completely HR related. Although this is by no means an extensive account of overall
business tendencies, it does reveal that a significant number of organizations are more
than likely to consider HR to be an integral part in maintaining their competitive
advantage.
Competencies for the Human Resource Professional
So, what are the competencies that HR practitioners need to have to function
effectively and successfully? During the last 15 years, there have been a myriad of
research studies conducted; some of them are ongoing projects that are executed every
two to three years to keep pace with the volatility of change.
The research literature on a study conducted by the SHRM suggests that the core
competencies emphasized by HR leaders for organizations identified three critical
competencies: (a) solid knowledge of business or business acumen, (b) a capacity to
facilitate and implement change, and (c) influencing skills. The literature also pointed out
that there were two major trends that were forming as they pertain to the HR function: (a)
the importance of measuring effectiveness and impact, (b) the process orientation in the
delivery of HR services (Yeung, Woolcock, & Sullivan, 1996, p. 50).
Overall, research studies on competencies highlighted by HR leaders for HR
practitioners, such as HR generalists, specialists, and experts, coincided consistently with
competency studies done by the American Society for Training and Development,
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SHRM, and the University of Michigan (e.g. Lawson, 1990; Ulrich, Brockbank, Yeung,
& Lake, 1995; Yeung, Woolcock, & Sullivan, 1996).
Over the last 10 years, the research literature has inferred that the HR
professional needs to develop competencies in three domain areas: knowledge of
business, delivery of HR practices, and the ability to manage change (Ulrich &
Brockbank, 2001, p. 2). The more current and continuing competency initiative studies
conducted by the American Society for Training and Development, SHRM, and the
University of Michigan School of Business suggest new evolving trends and new
changing roles that will require yet more changes to competencies for the HR
professional.
Some writers suggested that because of the organizational shifts toward collective
learning, knowledge management, outsourcing, and virtual thinking, the more traditional
roles, such as training and others, will disappear and be replaced by other more
ubiquitous ones, such as coaching. These newer roles will put an emphasis on employee
flexibility, ability to manage political and business agendas, customized learning and
speed, decentralized instruction, technological adaptability, and cost effectiveness
(Nijhof, 2004, pp. 61–62).
In particular, some of the literature suggests that as a result of the shift to
knowledge management and outsourcing, emergent roles, such as purchaser, knowledge
manager, competence manager, quality manager, and coach, will emerge as critical.
Nijhof (2004) described five roles and what some of these roles may look like.
Where the purchaser functions may encompass organizational communication,
assess products and services, monitor quality control and customer satisfaction;
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the knowledge manager may fine tune organizational knowledge needs or assess
available employee knowledge and expertise; the competence manager may
strategically formulate the direction that an organization may need to go, define
competency profiles, and levels of mastery; the quality manager may monitor and
manage the processes that produce quality through benchmarking and develop,
design, evaluate, and adapt HRD [human resource development] programs to the
highest standards possible (pp. 61–62).
Other studies, such as the competency initiative studies conducted by the
American Society for Training and Development, SHRM, and the University of
Michigan from 1998 to the present, identify similar trends but make some distinguishing
role and competency differences. These studies recognize six competencies and elements
for the HR practitioner: credible activist, cultural steward, talent manager–organizational
designer, strategy architect, business ally, and operational executor.


Credible Activist—delivers results with integrity; adept at sharing
information; builds relationships of trust; does HR with an attitude (taking
appropriate risks, providing candid observations, influencing others).



Cultural Steward—recognizes, articulates, and helps shape a company’s
culture by facilitating change; crafting culture; valuing culture; personalizing
culture (helping employees find meaning in their work, managing work–life
balance, encouraging innovation).



Talent Manager–Organizational Designer—masters theory, research and
practice in both talent management and organizational design by ensuring
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today’s and tomorrow’s talent; developing talent; shaping the organization;
fostering communication; designing reward systems.


Strategy Architect—identifies and knows how to make the right change
happen by sustaining strategic agility; engaging customers; recognized
business trends and their impact; identifies potential roadblocks and
opportunities.



Business Ally—contributes to the success of the business or organization by
serving the value chain; interpreting social context; articulating the value
proposition; leveraging business technology; is business literate—knows who
the customers are, why they buy products or services, know the financial and
strategic issues.



Operational Executor—administers day to day operation inside and
possesses transactional or legacy skills (Grossman, 2007, pp. 59–60).
In the next section of this chapter, government studies surrounding the
competencies of the HR professional will be examined in order to answer the
question, what are the competencies that make the HR professional successful
in Idaho state government?
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Government and Competencies
The Competencies Movement in the Public Sector
Although most the literature indicates the inception of the competency movement
started with McClelland (1973), competencies did not gain momentum in the public
sector until the early 1990s. The emergence of competencies in the public sector was
attributed primarily to the evolution of the same environmental context that promoted the
private sector’s needs regarding “changing technology, increasing competition, declining
profitability, the search for competitive advantage, and improved performance (Horton,
2000, p. 310).
The literature on this subject indicates that some scholars suggested that a
paradigm shift has resulted in a change from a job-based to a competency-based
organization (Lawler, 1994, p. 4; Hondeghem, 2002, p. 173). Hondeghem (2002) further
implied that this has resulted as a consequence of societal changes, such as evolution
towards knowledge and service work, globalization and increased competition, a rapidly
changing economic environment that demands greater flexibility, and a flattening of
organizations structures (p. 173).
Interestingly, the characteristic towards competition is not as pronounced in the
public services as it is in the private sector; it takes on a more concentrated form and
profile. Competition in the public sector is in the “form of recruiting and retaining staff or
human resources, to win contracts, and in attaining other resources that promote
economy, efficiency, and effectiveness surrounding organizational outcomes” (p. 173).
However, most of the concepts and ideas on competencies were primarily introduced into
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the public sector through the work of Osborne and Gabler (1992) and the publication of
the Gore Report (1994).
The Gore Report introduced the notion of reinventing government and its
practices toward a “new public management.” This new public management would call
for “a government that works better and costs less” (Gore, 1994, pp. 9–11; Borins, 2000,
p. 3). Through this bottom-up reformation, competencies found their way along with
other ideas, such as service quality, total quality management, and business process
reengineering—all originating from the private sector (Borins, p. 3).
Borins (2000) mentioned that the Organization for Economic Cooperation and
Development observed in 1995 that “a new paradigm for public management has
emerged, aimed at fostering a performance-oriented culture in a less centralized sector”
(p. 2). Borins (1995) went on to summarize a set of common themes which outlined the
major characteristics of the new public management:


Providing high-quality services that citizens value



Demanding, measuring, and rewarding improved organizational and
individual performance



Advocating managerial autonomy, particularly by reducing central agency
controls



Recognizing the importance of providing the human and technological
resources managers need to meet their performance targets



Maintaining receptivity to competition and open mindedness about which
public purposes should be performed by public servants as opposed to the
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private sector or nongovernmental organizations (cited by Borins, 2000, pp.
2–3).
Because the public sector’s development of partnerships with business and
industry, the initiation of the new public management concept with its emphasis on the
business acumen paved the way for private sector improvements to be considered for
adoption within public service oriented organizations. The Cabinet Office (1999) in
London, England stated, “In the public services individual and organizational
competencies are seen as a means not only of achieving more efficient performance, but
also of facilitating cultural change and the means to a modernized, effective, and
responsive government” (pp. 55–56; Horton, 2000, p. 313).
As mentioned earlier, the research points out that the movement has been
motivated largely by the new business and HR schema that requires performance delivery
in an increasingly competitive or resource constrained business setting. Although the
foundational conception of the competencies movement largely took place in the United
States and the United Kingdom, HR is now seen as a vital element to the success of an
organization. It has also become a focal point for the development and effective
management of those limited resources and has been widely accepted in the mainstream
management educational sector and in international circles (Horton, 2000, pp. 307–316).
Competencies and Public Services
The current research literature for competencies unveils a focus on international,
federal, and general public service milieu with a bent toward management development
but was found wanting when it came to state level repertoires. Along with the United
States, competencies frameworks have surfaced in more developed countries, such as
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Canada, the United Kingdom, Germany, Belgium, the Netherlands, Sweden, and Japan
(Hondeghem & Parys, 2002; Hood, 2004; Loffler, 2002; cited by Jarvalt & Veisson,
2005, p. 2).
In the spirit of keeping pace with a rapidly changing economic environment, there
has been some pressure upon the public services sector to reassess their traditional
approaches to how they manage human resouces. These include the problematic advent
of the most recent economic downturn that has occurred proliferating layoffs and
business closures. On the surface, it would appear that the increased unemployment rate
could be a solution that could very well address the problem of workforce shortages by
increasing diminished recruitment candidate pools. As mentioned in chapter 1, the “most
conservative official estimates indicate that 15 million unemployed workers are now
chasing 2.5 million jobs. A more realistic estimate would show that there are 10
unemployed workers for every job” (Hansen, 2009, p. 1).
Unfortunately, this “fistful-of-talent” point of view lacks substance for many of
those engaged in the recruitment of those multitudes of prospects. In fact, although there
may be an overabundance of applications, employers still struggle to find people with
even the right basic or applied skills, regardless of the increased unemployment rate
(Dunn, 2009, p. 1; Paton, 2009, p. 1). This combined with the problems presently at work
in the field, such as “obtaining and retaining staff in tight labor markets, role changes of
the state from provider to regulator or facilitator, changes in attitudes towards customers,
users, and consumers of public services (from producer to consumer orientation)” may
also put a strain on our current workforce structure (Hondeghem, 2002, p. 173).
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Moreover, the need for new management approaches in developing public
servants has ensured the need for new capacities and skills, more integrity and
accountability, a more driving innovation, and politically keen and savvy individuals. At
first glance, task and professional competencies for the public and private sectors appear
to be similar in a variety of ways. However, Jarvalt and Vession (2005) cited Virtanen
(2000), who pointed out that civil servants have “political and ethical competencies that
differentiate them from the private sector” and suggested that the major competency areas
are in “task proficiency, professional competence in substantive policy field, professional
competency in administration, political competency, and ethical competency” (p. 3;
Virtanen, 2000, p. 334).
Jarvalt and Veisson also discussed Noordegraff (2000), who described three
clusters of competencies for public service professionals who “act as professional
sensemakers” (p. 3). They possess “interpretive competencies [which] describe managers
who know how to resolve a basic informational tension and to perceive political cues,
stimuli, and triggers and relate them to new or existing issues; institutional competencies
describe how [they are able] to define, initiate, and guard new and existing issue streams;
and textual competencies describe the behavior of using words and textual tone to bring
issues and policies ahead” (Noordegraff, 2000, pp. 329–331).
Most of the research literature points out the distinguishing features between
traditional functional HR management approaches as opposed to the utility of the
competency approach. The majority of the readings deduce that HR practitioners only
possess few, if any, of the competencies required for today’s changing organizational
climate and suggest that in order to carry out new roles, such as business partner, HR
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experts and advocacy, change agents, and leaders, they need to be developed (Brockbank
& Ulrich, 2007; Grossman, 2007; Langbert, 2005; Davis, Naughton, & Rothwell, 2004;
Horton, 2002; Hondeghem, 2002; Brockbank & Ulrich, 2002; Wooten & Elden, 2001;
Ulrich, 1997; Blancero, Boroski, & Dryer, 1996; Yeung, Brockbank, & Ulrich, 1994;
Flanders, Carlson, & Klauss, 1983).
Public sector workplaces, values, goals, and the way of doing business have
shifted dramatically across the globe. However, some of the other literature reviewed
suggests some variability and differences among public sector environments. For
example, Hondegham (2002) remarked that when comparing competency frameworks of
the British Civil Service and that of the Senior Public Service of the Netherlands, more
attention was focused by the Netherlands on the political environments that their top civil
servants operated in than did the British. Strikingly, in some countries, great emphasis is
put on professional and technical competencies, whereas others focus on emotional
intelligence (personal and social) type of competencies (p. 177).
At the federal government level, the Office of Personnel Management (OPM) HR
community has come under a great deal of examination. Recognizing the increasing need
to provide better customer service, serve more in agency customers, and strategic
partnership, the federal government began a series of studies that would assist in enabling
them to meet these emergent needs while maintaining the integrity of traditional HR
processes.
The federal HR community is made up of a core group of specialists that has been
divided into seven, separate occupational series. Personnel management (GS 201)
designated the HR generalist who generally possessed the breadth of knowledge of
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personnel issues. Specialists possessing in-depth knowledge in a particular HR area were
in one of six categories: staffing (GS 212), position classification (GS 221), employee
relations (GS 230), labor relations (GS 233), employee development (GS 235), and equal
employment opportunity (GS 260; OPM, 1999, Part I, p. 1).
A study conducted by the OPM (OPM, 1999, Part I and II; OPM, 2000, Part III)
delivered findings that were reflected in a three-part report series. The first of these
reports, “Federal Human Resources Employment Trends,” covered data trends of the
federal HR community spanning a 30-year period. The second report, “Looking to the
Future: Human Resource Competencies,” examined HR professional competencies both
in the present and future drawing upon private sector experience and other competency
models developed for the federal sector. The final report, “The HR Workforce: Meeting
the Challenge for Change,” in this study is a summary of findings specifically to answer
the following three questions:


What competencies are held today by HR professionals?



What will be needed in the future?



How do we get from there to here? (OPM, 1999, Part II, p. 16)

Public Sector Employment Trends
According to the research literature, federal and state governments face the epic
challenge of engaging in a competitive war for top talent. They are faced to answer the
questions, “How can they streamline their hiring and recruitment processes to attract a
new generation of workers to the public service? And how can they become the
employers of first choice for more job seekers?” (Trahnt & Yearout, 2006, p. 57).

52

As far back as 1989, the National Commission on Public Service concluded that
there was a “quiet crisis” emerging within the public services. “The press, the Congress,
the general public, and even federal supervisors and managers believed that government
agencies were unable to attract and retain top quality talent” (Gowing & Lindholm, 2002,
p. 284).
In Part 1 of the study generated by the OPM (1999), the authors emphasized that
there had been a significant change in size and orientation within the federal HR
workforce profession. The number of HR professionals soared between 1969 and 1991 to
an all-time high of 49%. During this time, the HR occupations outgrew the overall federal
workforce as a whole (p. 2).
However in 1991, this trend reversed itself which was reflected in a 17.5% drop in
the number of HR professionals. Excluding the Equal Opportunity Employment series
(GS 260), the overall HR workforce decreased by 20%. This anomaly exception in the
series is explained due primarily because specialists were not considered part of the HR
occupational profile series by the National Performance Review when policy reform and
staff reductions took place (1993) and consequently were not under the same pressure to
reduce their numbers (p. 20).
The graying of the HR professional workforce became an issue with at least one
third of all HR practitioners becoming eligible to retire by 2005. In the Senior Executive
Service, over 61% will be eligible to retire by 2005. Overall, “the HR workforce is on an
average older and has more federal experience than the rest of the federal workforce” (pp.
20–21).
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As government entities continue to struggle to meet the needs for operating in the
21st century, they look to identify and replicate best practices in the private sector and
other agencies with proven track records. “Hiring officials in many agencies privately
pray for economic downturns in the national economy, so high volumes of highly
qualified resumes from the private sector will land on their door step” (Trahant &
Yearout, 2006, p. 58).
In 1993, the National Performance Review recommended new HR policy reform
and reductions in staffing which remain ongoing. The OPM began downsizing of their
HR workforce by introducing new HR reform legislation, initiated regulatory changes,
and negated about 10,000 pages of rules and policies. The downsizing is documented
more in depth in the first report concerning those decreases, where together with staff
reductions, the loss of HR experience and skills are further heightened with one third of
the HR community being eligible for retirement by 2005 (OPM, 1999, Part I, p. 20).
The Merit Systems Protection Board has already begun seeing this trend manifest
in 1993. In their report, “Federal Personnel Offices: Time for Change,” the board stated,
“over half of the managers and almost half of the personnel specialists surveyed cited
lack of sufficient skills in the personnel staff.” A 1997 report by the OPM reflected a
similar concern by supervisors and manager over the departure of HR seasoned personnel
from the government work setting (Merit Systems Protection Board, 1995, p. 34; OPM,
1999, Part II, p. 2).
With the advent of the National Partnership for Reinventing Government in 1993,
the tone was set in motion for cultural and structural change within government for
constant improvement. To create a public service corps that would “work better and cost

54

less.” Meanwhile, the Government Performance and Results Act was introduced, which
resonated the cry for salient change in public service operations concentrated on strategic
planning and outcomes (OPM, 2000, Part III, p. 5).
A report by the National Partnership for Reinventing Government entitled,
“Reinventing Human Resource Management” (1993), discussed in detail
. . . a vision for the future in which accountability would be defined in terms of
results and within the context of decentralization, deregulation, simplicity,
flexibility, and substantially increased delegations of authority. Federal managers
would be responsible for managing their human resources and HR professionals
would be deployed to the front line as responsive consultants and contributors to
the organization’s mission, having been freed by reform from paper intensive,
time consuming and sometimes irrelevant work (OPM, 2000, Part III, p. 5).
In March of 1999, then Director of the OPM, Janice Lachance, stated that the HR
professionals in the federal workforce were currently undergoing a significant change.
“Narrowly focused specialists are being asked to grow into new generalists’ roles in the
evolving workplace. In addition to the technical competencies that are already required,
the HR generalist of the future will have all the skills necessary to play an active role in
charting the strategic direction of our agencies” (OPM, 1999, Part II, p. 2; Ulrich, 1997,
p. 18).
Ulrich (1998) admonished the HR field to disengage the traditional ways of
thinking and embrace a more evolved and innovative way of thinking. To navigate
towards new competencies and redefined occupations that would be more conducive to

55

meet the new demands being imposed upon organizations today and in the future (p.
127).
The shifts being experienced within the HR workforce structure is a result of the
new, knowledge-based global economy. Private and public sectors are beleaguered to lay
hold of the emergent nature of the HR profession.
In Part 3 of an OPM study (2000), researchers implied that this kind of move
requires a shifting from its current position of industrial enterprise to a knowledge-based
enterprise across four areas: structure, culture, activities, and HR skills (See figure 2).

HR In Transition
The Industrial
Enterprise





Hierarch/Control
Organized by Functional Specialty
Physically Centralized






Employee Oriented
Rules-driven
Guardians/Protectors
Confrontational





Program Administration
Case/Action Processing
Policy Manufacturing

The KnowledgeBased Enterprise

STRUCTURE

CULTURE






Customer Focused
Team-based
Functional Integration
Virtual Offices






Business-oriented
Outcome/Results-driven
Shared Accountability
Collaboration and
Consensus Building



Customization of
Services and Tools
Organizational
Consultation/Organizatio
nal Development
Transaction Management
Technology Integration

ACTIVITIES








Administrative Capabilities
Regulatory Knowledge
Internal Policy Knowledge


HR SKILLS

Full Spectrum of HR
competencies

Figure 2 HR in Transition: The National Partnership for Reinventing Government was
known as the National Performance Review.

The Organization for Economic Cooperation and Development (OECD, 1996)
concluded that the most general trend for HR management was the integration of
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strategic management into the civil services competency occupational profile. As
mentioned previously, the research literature suggests that HR professionals need to
collaborate with management as strategic partners while engendering a broad base of
technical expertise (Hondeghem & Vandermeulen, 2000, p. 346).
The data collected from Part 3 of the OPM study (2000) indicated that the lack of
technical expertise was the primary culprit for the significant decline in the quality of HR
service delivery. Of the HR executives interviewed, 60% cited issues surrounding the
lack of technical expertise due to budgetary holdbacks and the paring down of the HR
workforce. Other reasons identified included “downsizing, heavy workloads, poor
attitudes of service providers, and a lack of training” (p. 6).
The second part of this OPM study (1999) also makes the determination that HR
practitioners must bridge the gap between the needed technical expertise and the
organization’s planned tactical and strategic vision. In order to accomplish this bridge in
this new HR work environment, HR personnel must become strategic business partners,
who are able to discuss the implications of decision making with managers and be able to
offer value added alternatives that can meet management goals and objectives (pp. 6–10).
The redefining roles for the HR professional are identified in four main
categories: business partner, change agent, leader, and technical expert. The overall
research findings suggest that HR generalists and specialists need to increase their HR
technical and customer business knowledge and provide strategic guidance (Brockbank &
Ulrich, 2008; Trahant, Steckler, & Sonnesyn, 2007; Gowling & Lindholm, 2002; Trahant
& Yearmount, 2006; OPM, 2000, Part III).
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So, why competencies? The second report in the OPM study (1999) cited
competencies as being the very vehicle that can be used to facilitate change in HR, raise
the bar on employee performance, and support the new role of HR. Competences can be
used to “strengthen the link with organizational culture, results and employee
performance . . . across occupational specialties; as a tool for helping to describe work
and what is required from employees in jobs in a broader more comprehensive way; and
as a method to align individual and team performance with organizational vision,
strategies, and external environment” (OPM, 1999, Part II, p. 8).
Other government-related entities have also recognized the need for new roles and
what competencies are required in order to face the new realities that are emerging within
the HR community. The National Academy of Public Administration pioneered the
identification of federal HR competencies needed. They developed a workforce
competency model (Appendix A: Figure 1, p. 105) that recognized 30 competencies
within five key roles for the HR practitioner: business partner, change agent, leader, HR
expert, and advocate (NAPA, 1996 cited by OPM, 1999, Part II, p. 11).
The International Personnel Management Association has taken the initiative and
developed an interactive competency model (Appendix A: Figure 2, p. 106) that included
22 competencies within four primary HR roles: HR expert, business partner, change
agent, and leader (Sun & Shi, 2008, p. 356). The OPM’s Personnel Resources and
Development Center has achieved extensive research surrounding competencies for the
HR professional. Their model reflects the adaptation of research from the National
Academy of Public Administration, IMPA, and OPM. It recognizes 36 competencies
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within five HR roles: strategic partner, leader, employee champion, technical expert, and
change consultant (OPM, 1999; Appendix A-2, p. 171).
The research endeavors of the OPM have also birthed a competency model for
emotional intelligence. This model is based on the notion that emotional intelligence may
be more crucial that cognitive intelligence in determining superior performance in the
working environment. The model is comprised of five elements—self-awareness,
motivation, self-regulation, empathy, and social skills—and echoes the manner in which
employees manage relationships in an occupational setting (OPM, 1999, Part II, p. l1).
Federal government competency models also make a point of emphasizing the
importance of behavioral anchors or indicators. Fundamentally, these indicators include
scales that measure varying degrees of a particular competence that are to be manifest in
employee behavior. Tucker and Cosfky (1994) conveyed in their works that this is a vital
factor if competency models “are to be used as a basis of legally defensible decisions
related to selection, development, or compensation” (cited by OPM, Part II, p. 12).
These behaviors can then be linked to results in order to identify if any of these
behaviors are being acceptably portrayed and communicating their importance to
employees. Consequently, these indicators can be tailored to most performance or
appraisal management systems according to the needs required.
Lyle and Signe Spencer (1993) emphasized in their work that “competencies are
more likely to be determinants of success in complex jobs than knowledge and skills.
That the competency models developed over time show that in higher level . . .
professional and managerial occupations, the competencies that most often determined
success were motivation, interpersonal influence, and political skills” (p. 12).
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The review of literature in this area reveals that most organizations and
government entities shifting toward the new HR competency approach to modeling
realize that this is not a panacea. They are aware that the orientation of such competency
models would be dependent on the overall mission of an organization and their required
needs for success. There is a general consensus between researchers and practitioners in
this field as to the competencies that have been identified for present and future HR
professionals. Some of the questions recommended by researchers to ask are


What is the optimum HR structure for the company?



Does optimum structure require different skills?



Do current HR practitioners possess the new skills or must the company
provide them with new tools and competencies? (OPM, 1999, Part II, p. 13)

Because of the combined variable factors prompting rapid evolutionary change, a
new environment for HR has been created, which has fostered a necessity for the
reinvention of new skills and competencies to be adopted in order to be successful. The
identification of these issues and challenges will help in assisting the OPM and other
government agencies in championing the opportunity to assess, identify, implement the
necessary policies, and marshal the appropriate resources to rebuild the facility and
proficiency of the HR workforce at large.
In the next portion of this section, a rationale and discussion will take place as to
why the framework for the competencies initiative study done by the University of
Michigan was chosen for this particular study.
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The Human Resource Competency Study
The HRCS is considered to be “the longest running, most extensive global HR
competency study in existence.” Dave Ulrich, codirector with Wayne Brockbank, both
professors at the University of Michigan, emphasized that, “People want to know what
sets of skills high-achieving HR people need to perform even better” (Grossman, 2007, p.
58).
Since their beginning in 1988, the HRCS study series has continually answered
questions, such as


What competencies should individuals possess to be successful in the field?



Which competencies are likely to be most important to current jobs in HR?



Which competencies will become most important in the future? (Rothwell &
Wellins, 2004, p. 4)

Characteristics of the HRCS Study
The research literature on competencies surrounding state governments that was
prospected suggested that “states have . . . acquired a well-deserved reputation as
incubators (or laboratories) of innovation that are ultimately transported to the federal
government” (Hays & Kearney, 1992, p. 381). As previously mentioned, the literature
also suggests that public services look to the private sector to close the gap between the
rigidity of civil service systems and the flexibility of HR best practices in private industry
(Selden, Ingraham, & Jacobson, 2001; Borins, 2000; OPM, 1999–2000; Ulrich, 1997;
Gore, 1993).
In the fourth round (2002 data set) of the 20-year-long HRCS study series,
Brockbank and Ulrich examined the findings based on a large global data set of HR
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professionals which identifies five domains of HR competencies that HR professionals
must master. These data define what knowledge, skills, and abilities HR professionals
and line managers need to possess in order to do their jobs.
Within these data, there are findings that suggest that associates or users of HR
services consider HR professionals more competent when they are able to (a) make a
strategic contribution, (b) know the business, (c) have personal credibility, (d) deliver HR
practices, and (e) know and use HR technology (Brockbank & Ulrich, 2003, p. 2).
Some of the questions this research study addresses are: What are the
competencies that are required of HR professionals if they are to add substantial value to
a key stakeholder? What are the competencies for HR professionals in high-performing
firms that are different from the competencies of HR professionals in low-performing
firms?
This competency research applies a 360-degree methodology with each HR
participant self-evaluating on a participant survey. Each participant selects a set of three
to seven associates who are familiar with the participant’s functioning as an HR
professional. The HR participant then self-evaluates on a participant survey against the
competencies that have been identified in this study (strategic contribution, business
knowledge, personal credibility, HR delivery, and HR technology). Associates could
either be HR or non-HR.
The identification of the HR competency domains was obtained through an
applied exploratory factor analysis. This initial analysis identified five categories or
factors that competencies were divided into:
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Strategic Contributions—influence in culture management, fast change, strategic
decision making, and market driven connectivity;
Personal Credibility—HR professionals maintain credibility by getting results, have
good interpersonal skills, and are effective communicators;
HR Delivery—HR professionals who deliver the fundamental HR infrastructure needs of
staffing, training and development, organizational design, and performance management;
Business Knowledge—HR professionals who have knowledge of integrated business
value change, the business value proposition, and labor law;
HR Technology—professionals who know how to apply technology to HR processes.
(See Appendix B: HRCS Survey Instrument, pp. 111–126)
This particular research study framework has been selected for use in this current
study for the following reasons:
1. It is the longest running, most extensive global HR competency study in
existence.
2. This research continues to demonstrate the dynamic nature of the HR
profession on a continuing basis.
3. This will be the fifth round of studies, so past models can be looked at and
compared to see the actual changing of the profession and in what direction it
is going.
4. It is in joint collaboration with established research sources, such as the
American Society for Training and Development, SHRM, and the University
of Michigan’s School of Business.
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5. This will extend the currently sparse literature that exists in the area of
competencies in state government.
Currently, data from a 2007 data set with 10,000 total respondents for this most
recent round of studies is being culled. According to the researchers of these concurrent
studies, the initial findings imply that “key findings in the 2002 data set continue to be
valid, with the data showing an ever increasing importance on what we now call credible
activist (personal credibility)” (Brockbank & Ulrich, 2007, p. 169).
However, in the most recent data set for 2007, six core competencies have been
identified as opposed to five in the 2002 data set. These six categories include being a
cultural steward, a talent manager–organizational designer, strategic architect, credible
activist, business ally, and operational executor (Grossman, 2007, pp. 59–60).
For this study, the most current competencies mentioned above that are being
culled in the 2007 data set in the portion of the HRCS framework will be utilized as a
theoretical starting point. It is noteworthy to mention that the competencies portion of this
study will be the only aspect of this study that will be the basis for this proposed
competencies study for the HR professional within Idaho state government.
Using the Idaho Division of Human Resources directory, population and contact
information will be used to identify those occupational profiles that fall under the HR
professional function within Idaho state government on an agency-wide scale, which
represents approximately 104 agencies throughout the state of Idaho. Included in this
population will be designated and nondesignated (administrative assistants, technical
records specialists, etc.) HR personnel who are currently providing an HR function.
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Summary
Over the last 50 years, time has witnessed the evolution and a myriad of research
studies conducted surrounding competencies. A good portion of the research literature
distinguishes differentiating characteristics between traditional functional HR
management approaches as opposed to the utility of the competency approach.
The discourse within these readings construe that HR practitioners only possess
few, if any, of the competencies required for today’s changing organizational climate and
suggest that they need to be developed in order to carry out the new roles being
advocated by more contemporary researchers, such as business partner, HR experts and
advocacy, change agents, leaders, and strategic partners (Brockbank & Ulrich, 2007;
Grossman, 2007; Langbert, 2005; Davis, Naughton, & Rothwell, 2004; Horton, 2002;
Hondeghem, 2002; Brockbank & Ulrich, 2002; Wooten & Elden, 2001; Ulrich, 1997;
Blancero, Boroski, & Dryer, 1996; Yeung, Brockbank, & Ulrich, 1994; Flanders,
Carlson, & Klauss, 1983).
In the last 20 years, some of most intensive work toward HR reform and
restructuring has taken place with some those efforts pressing forward as ongoing
projects that are executed every two to three years to keep pace with the volatility of
change that has taking place in the marketplace. Public and private sector workplaces,
values, goals, and basically the way of doing business has shifted dramatically across the
globe, requiring changes in the workplace to meet the increasingly changing demands for
success.
Consequently, as the dynamics of the workforce composition changes, it also
creates pressures and demands on the HR professional. The graying of the workforce is
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becoming more pronounced over the general workforce population. The personality
profiles and job expectations of Gen-X, Gen-Y, Gen-I, and Gen-E are frequently at odds
with the leaders of HR professionals, who must understand, hire, motivate, and lead the
next generation. Loyalty has dropped and the what’s-in-it-for-me factor has increased.
Employees seek out employers who incorporate home-based telecommuting in order to
balance work life and family life (Ulrich, Sioli, & Brockbank, 2002, ¶ 15).
The research literature has provided findings identifying and forecasting present
and future trends in an attempt to keep up with the turbulent and dynamic nature of a
rapidly changing business environment. The more pronounced recurring themes that have
been emphasized in the research literature that call for the restructuring of HR
management are globalization, speed, service economy, workforce composition
(demographics), declining customer loyalty, and demands for financial results (Clardy,
2007; Nijhof, 2004; Zaugg & Thorn, 2003; Ulrich, Sioli, & Brockbank, 2002; Wooten &
Elden, 2001; Langbert, 2000; Ulrich, 1998; Blancero, Boroski, & Dyer, 1996; Lawson &
Limbrick, 1996).
In this swiftly transforming business environment, the HR professional will need
to attain new competencies and skill sets in order to address organizational and employee
needs for success. The need for the reconfiguration of the HR workforce structure is a
direct result of this new, knowledge-based global economy. Private and public sectors are
fraught to lay hold of the emergent new nature of the HR profession.
As government entities continue to struggle to meet the needs for operating in the
21st century, they look to identify and replicate best practices in the private sector and
other agencies with proven track records. These issues are particularly critical in the
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public services. The research literature points to the notion of reinventing government
and its practices toward a new public management. This new public management would
call for “a government that works better and costs less” (Gore, 1993, p. 9; Borins, 2000,
p. 3).
The overall literature speaks to the requirement for new management approaches
in developing public servants and resonates the similar need for innovative approaches
towards the development of new capabilities and skills, more integrity and accountability,
a more driving innovation, and politically keen and savvy individuals. Although the
literature suggests some across-the-board similarities in tasks and professional
competencies for both the public and private sectors, Virtanen (2000) pointed out that
civil servants have “political and ethical competencies that differentiate them from the
private sector.” He further suggested that the major competency areas are in “task
proficiency, professional competence in substantive policy field, professional
competency in administration, political competency, and ethical competency” (p. 333;
Jarvalt & Veisson, 2005, p. 3).
This is not to suggest that the competency of ethics does not exist elsewhere
within other models, only that there may be a different emphasis towards ethics than what
the private sector models appear to suggest. For example, ethics in the private sector may
have a very strong commitment toward organizational goals and concerns. However,
ethics in the public sector may not only include organizational considerations but have an
even stronger commitment toward achieving the public good and trust (Jarvalt &
Vession, 2005, p. 3; Humphrey Institute of Public Affairs, 1995, p. 1).
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Noordegraff (2000) described three clusters of competencies for public service
professionals who “act as professional sense makers.” Civil servant specialists possess
“interpretive competencies [which] describe managers who know how to resolve a basic
informational tension and to perceive political cues, stimuli, and triggers and relate them
to new or existing issues; institutional competencies describe how [they are able] to
define, initiate, and guard new and existing issue streams; and textual competencies
describe the behavior of using words and textual tone to bring issues and policies ahead”
(pp. 330–331; Jarvalt & Vession, 2005, p. 3). If this is the case, then a modified model to
include competencies for the HR professional in public services will need to be
considered, perhaps even under an additional domain.
Consequently, in addition to the existing competencies depicted in the HRCS
framework, another competency category that will be called political credibility based on
the literature review and knowledge that have emerged from research findings. The
political credibility competency elements address research literature that identifies the
major competency areas to be task proficiency, public policy, professional public
administration, political savvy, political ethics, and others. This initial list of
competencies will then be submitted to a selected group of participants, a resource panel
of HR subject matter experts within the state of Idaho for feedback and refinement of the
research findings. These outcomes will then be used to formulate and develop the
instrument that will be deployed to the target population. Then a factor analysis will be
conducted and the findings analyzed, synthesized, and organized for review in
subsequent chapters.
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As a competency for HR professionals in a government setting, the political
credibility domain may possess elements, such as


Delivers results that promote organizational integrity and the overall public good
and trust



Exhibits an advanced level of task proficiency (the capacity of an individual to
perform a task in a satisfactory manner, if the individual is given the opportunity,
using some combination of knowledge, skills, and attitudes that are required for
proficiency; Knox, 1980, pp. 378-404)



Understands governance and administrative systems



Understands administrative and legislative law



Understands systems analysis and design



Proficient in research and analysis skills



Possesses proficient planning skills (spatial analysis, strategic and policy planning
and design)



Proficient in communication skills (public presentations, technical reporting–
writing, proposal writing, in-depth research reports, technical data presentations,
etc.)



Capable of critical and systems thinking



Capable of managing change affectively



Capable of formulating and analyzing budgets



Demonstrates financial analysis and management
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Demonstrates political savvy and the capability to operate affectively within the
political context of a public sector environment (Humphries Institute of Public
Affairs, 1995, pp. 1–2)
However, a more definitive competencies inventory will be forthcoming from the

HR professional resource panel that will be assembled for this study and their findings
analyzed and synthesized for survey instrument development.
The next chapter will continue forward to discuss the research methodology of the
HRCS utilized by Wayne Brockbank and David Ulrich in more detail. This chapter will
begin with a brief introduction followed by a section on research questions and will
continue to cover population and sampling, instrumentation, data collection, and finish
with a brief summary.
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Chapter 3
Research Methodology
The purpose of this study is primarily exploratory, as it attempts to identify the
competencies that contribute to the success of the HR professional within Idaho state
government. The primary intent is to utilize the HRCS framework as a theoretical starting
point for the study. The HRCS framework is considered to be “the longest running, most
extensive global HR competency study in existence.” Ulrich and Brockbank emphasized
that, “People want to know what sets of skills high achieving HR people need to perform
even better” (Grossman, 2007, p. 58).
This study utilized Web-based resources and technology. Furthermore, the
research findings suggest a modification of the competency model be prescribed in the
HRCS study by Ulrich and Brockbank (2007) for the private sector to include public
sector competencies (see Appendix B).
Research Questions
The following research questions are based on the dynamic needs and changes
surrounding the HR professionals who work in Idaho state government, as considered
within the context of the literature.
Research Question 1: What are the competencies that commonly characterize a
successful HR professional within Idaho state government?
Research Question 2: How do individual or collective competencies that define the HR
professional in Idaho state government compare to the findings of the HRCS model?
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Research Question 3: Do the findings of this study surrounding the successful HR
professional in Idaho state government suggest a new competency model, or an
adjustment to the HRCS model?
Research Question 4: Do managers, as a group, rate the competencies differently from
employees as a group, as to what will be most important for the successful HR
professional in Idaho state government?
Population and Sample
The sample employed in this study consisted of the total population of HR
professionals within the agency-wide venue of Idaho state government. Using the Idaho
Division of Human Resources directory, population and contact information was used to
identify those job profiles that fall under the HR professional function within Idaho state
government, which represents 100 agencies throughout the state of Idaho.
Prior e-mail notification, along with any other human subject forms, was given to
all study participants as to when and by what means the survey instruments would be
administered. This has become a common practice among researchers, whether using
more conventional or up-to-date delivery systems (Czaja & Blair, 2005, p. 228). A cover
letter was used, clarifying to the agency how and when the survey would be sent.
The survey questionnaires were sent to each of the designated employee
participants and HR managers or within the Idaho Division of Human Resources
population. The survey instrument was delivered through a Web-site delivery system
after consensus was given from the HR division administrator by e-mail response. The
completed survey questionnaires were collected by the researcher through a Web-site
medium for analysis.
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Survey Design
In chapter 2 (pp. 22–24), there are three widely used sources for data compilation
in competency model development: (a) resource panels or focus groups of subject matter
experts, (b) critical event interview with superior performers, and (c) generic
competencies directories (Mansfield, 2005, p. 5). The use of the resource or expert panels
(focus groups) is deemed a widely accepted and very effective way to develop survey
instruments or questionnaires (Mansfield, 2005, p. 5; Czaja & Blair, 2005, p. 118; Presser
& Blair, 1994, p. 1; Rothgeb, Willis, & Forsyth, 2001, p. 1).
The final survey instrument for this study was developed by using the HRCS
framework (Appendix B) as a theoretical starting point. A rater survey was also used by
the creators of this study, which was the same as the participant survey with the exception
that raters filled it out as opposed to participants. Consequently, it was not used as a part
of this study. The findings from three research area sources were used in the development
of this instrument:


The data-mined research literature review findings on the HR professional in
both private and public sectors



Feedback from an expert resource panel of selected participants from the Idaho
Division of Human Resources or are members from the SHRM’s local chapter



The findings from the HRCS study
A survey instrument was developed based on the same survey formatting used in

the HRCS framework. In this survey, the political credibility competency elements for
state government competencies based on the review of literature results were also listed.
A five-point Likert scale was used, allowing participants to select from the most

73

important to the most unimportant elements for a given competency domain. For added
value, a comment box was included for additional feedback.
This survey was sent to a panel group of subject matter experts of five to six
individuals who are currently or have been operating as an HR professional in Idaho state
government or in some capacity (local SHRM chapter) for at least 10 years or longer.
Once survey results were received from the subject matter experts group and these
findings were disseminated and analyzed. There were no adjustments or revisions
recommended by the panel to the survey instrument. The expert panel members selected
were contacted by the use of e-mail through the Survey Monkey Web site.
The survey instrument was then formatted in accordance to the HRCS framework.
There was a total of nine constructs in the final survey instrument, which included an
additional construct, political credibility, to address state government-level competencies.
A statement describing each competency factor along with instructions were listed on the
final survey instrument. Participants under their identified occupational titles were asked
questions that are designed to answer the research questions identified in this study.
Data Collection and Analysis Procedure
The online medium for this study was selected in order to maintain cost
effectiveness and optimize the speed for data collection together with response rate.
However, the issue of interrupting state operations was a key consideration. It was
imperative that the invasive impact on operational integrity be as minimal as possible.
In order to address this issue, a Web-site link was provided for each participant to
utilize through Survey Monkey. Secured Socket Layer encrypted protocol technology
was used to create a secure connection and transmission of information between
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participants and the server. E-mail technology was used to make initial contact with the
participants, and they were provided a Web-link address that took them to the Survey
Monkey Web site. The electronic medium was selected in order to minimize the impact
on state employees’ work time. Once the data collection and analysis process was
complete, only the researcher and oversight chair have access to this information. After a
specified period of time determined by human subjects’ protocol, the data generated by
this study will be destroyed.
The final survey instrument design also included competencies described in some
of the public sector literature not in the initial HRCS framework, which pertains to the
HR practitioner in state government. The research literature on public services noted an
emphasis in competency areas, such as political savvy, public policy, and ethics that were
lacking in the private sector models (Javalt & Veisson, 2005, p. 3; Horton, 2000, p. 314).
Horton (2000) and Jarvalt and Vession (2005) cited Virtanen (2000), who pointed
out that civil servants have “political and ethical competencies that differentiate them
from the private sector.” Virtanen further suggests that the major competency areas are in
“task proficiency, professional competence in substantive policy field, professional
competency in administration, political competency, and ethical competency” (p. 314; p.
3).
That is not to suggest that the competency of ethics does not exist somewhere
within other models, only that there may be a different emphasis towards ethics than what
the private sector models appear to suggest. For example, ethics in the private sector may
have a very strong commitment toward organizational goals and concerns. However,
ethics in the public sector may not only include organizational considerations but have an
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even stronger commitment toward achieving the public good and trust (Jarvalt &
Vession, 2005, p. 3; Humphrey Institute of Public Affairs, 1995, p. 1).
In addition to the competencies depicted in the HRCS framework, another
category called political credibility was developed based on the literature review and
knowledge that has emerged from these research findings.
The political credibility competencies address the research literature that
identifies the major competency areas to be task proficiency, public policy, professional
public administration, political savvy, political ethics, and others. A survey instrument
was developed from the derived list of competencies and then submitted to a selected
group of participants (a resource panel of HR subject matter experts within Idaho state
government and the local SHRM chapter) for feedback and refinement of the survey
findings. These outcomes were then used to formulate and develop the final survey
instrument that was deployed to the target population.
Once the data was collected, data screening procedures were employed for
internal consistency together with univariate and multivariate outliers outlined by
Tabachnick and Fidell (2007) to assess the trustworthiness of the data. Then a factor
analysis was conducted using listwise calculations and the findings analyzed and
synthesized.
The following is the testing methods that will be used to answer each research
question:
Research Question 1: What are the competencies that commonly characterize a
successful HR professional within Idaho state government? Factor analysis.
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Research Question 2: How do individual or collective competencies that define the HR
professional in Idaho state government compare to the findings of the HRCS model?
Comparison of the HRCS study model with results from this study.
Research Question 3: Do the findings of this study surrounding the successful HR
professional in Idaho state government suggest a new competency model, or an
adjustment to the HRCS model? Comparison of HRCS framework with results from this
study.
Research Question 4: Do managers, as a group, rate the competencies differently from
employees as a group, as to what will be most important for the successful HR
professional in Idaho state government? Independent samples test (t-test) comparing the
management group with employee group. The data from this study was analyzed using
the IBM Statistical Package for the Social Sciences 19 software.
Summary
This chapter presented four research questions as well as the research methods
used to address them. Sections on sample and population along with data collection and
analysis were provided and discussed in detail.
Chapter 4 will present the results and findings of the study in detail. This will be
followed by chapter 5, which will entail a discussion on those outcomes along with
research implications and recommendations for future research.
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Chapter 4
Results
In this chapter, the results of the data analysis and the procedures utilized to
obtain the results are discussed. Specifically, this chapter reviews data preparation,
descriptive statistics, and an overview of maximum likelihood and principle axis
factoring. Finally, the exploratory factor analysis (EFA) findings for the survey items are
presented, followed by a summary.
The survey for this pilot study was deployed using the Idaho Division of Human
Resources directory for the HR professional population within Idaho state government,
which represents 100 agencies in the state of Idaho. The total population in the directory
is 245 individuals with 150 members that were identified with HR-designated or related
occupations. There were a total of 60 of the 150 HR-designated personnel who responded
to the survey, which resulted in a 40% response rate. Despite the small number of
respondents, these results are still interpretable with the instrument demonstrating
evidence of specific factors that are linked but discrete. However, any inferences or
suppositions regarding these findings are to be made on the side of caution because of the
relatively low number of total responses.
Four main questions drove the study.
1. What are the competencies that commonly characterize the successful HR
professional within Idaho state government?
2. How do individual or collective competencies that define the HR professional
in Idaho state government compare to the findings of the HRCS model?
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3. Do the findings of this study surrounding the successful HR professional in
Idaho state government suggest a new competency model or an adjustment to
the HRCS model?
4. Do managers, as a group, rate the competencies different from employees as a
group, as to what the most important competencies are that define a successful
HR professional in Idaho state government?
Data preparation and associated calculations with that preparation are first
discussed before analytical results for each of the research questions are presented. As the
results of each research question are presented, the associated analysis is also explained
in that section.
Data Preparation
In this survey, participants were asked to rate on a five-point Likert scale to what
extent they would agree as to the important role that each competency played in their
daily work lives. Data-screening procedures were employed for univariate and
multivariate outliers outlined by Tabachnick and Fidell (2007).
The primary intent of data screening procedures in factor analysis is to determine
whether the interitem correlation matrix that is reproduced is similar to the one that is
observed. When the matrices are too dissimilar, this suggests that too much error is
involved in the analysis and compromises the trustworthiness of the factor solution. This
error could be due to factors, such as sample size, lack of consistent responses among
participants, nonnormality, or outliers, which is why data screening and assumption
testing are essential prior to data analysis.
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Moreover, because of the given number of responses and that a slightly revised
(but previously valid) and reliable instrument was used, the purpose of the preparation
phase was to get a sense of the data in terms of meeting assumptions or normality and
whether the a priori constructs in the survey produced acceptable reliability levels.
Consequently, a priori testing on the data was conducted using the nine constructs (and
the items that comprise them) rather than individual items. Conducting a priori testing on
the individual survey items would have become cumbersome given (a) the number of
survey items and (b) the purpose of just getting a sense of whether the data met broad
assumptions of normality and reliability.
Univariate outliers were evaluated using box-and-whisker plots, and multivariate
outliers were detected using Mahalanobis Distance over all nine components. Box-andwhisker plots visually show those scores that are beyond the distribution of the majority
of scores. These plots show the distribution of a set of data along a number line dividing
the data into four parts using the median, quartiles, and outliers and reveal those scores
that are excessively influencing the group means.
Mahalanobis Distance accounts for the variance of each variable and the
covariance between them. It provides a way to measure distance that takes into account
the scale of the data. In short, it takes the linear combination of variables and detects
multivariate outliers using the χ2 statistic to determine if a given case is beyond the
distribution of the linear combination of variables. No extreme outliers that would
otherwise undermine the trustworthiness of the data were detected. Figure 4.1 on the
following page is an example of a box-and-whisker plot of the data from the survey
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results. This shows the distribution of each of the data sets for the nine a priori constructs
in the survey.
Data were tested for multivariate assumptions, including multivariate normality
(skewness and kurtosis), multicollinearity, and factorability of the correlation matrix via
residual analysis in order to proceed with the EFA.

Figure 3 Box-and-whisker plot outliers for all nine constructs

With reference to multivariate normality, the data demonstrated slight kurtotis,
with values for the nine constructs ranging from -1.02 to 6.72. Typically, values that
exceed the

are considered problematic (Tabachnick & Fidell, 2007, pp. 60-116).

However, data transformation procedures were not performed because other indices (e.g.,
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skewness [values for the nine constructs ranging from -1.54 to 2.09] and histograms with
normal curve overlay) indicated that this slight kurtosis did not unduly influence results
and were within acceptable limits.
All of the EFA assumptions mentioned above were met. The homogeneity of
error variances assumption for the t-test analysis was also met. Homogeneity of error
variance tests to verify equal variances across samples. Some statistical tests, such as
analysis of variance, for example, assume that variances across groups or samples are
equal. Homogeneity of error variance testing can be used to verify that assumption.
Homogeneity of error variance tests the null hypothesis that the error variance across the
groups in an analysis are similar; if these variances are significantly different statistically,
then that data term cannot be trusted, and thus, the test statistic may not be reliable.
The Levene’s Test for Equality of Error Variance uses the F distribution to
determine whether error variance is similar across the groups. Because of the null
hypothesis tested in this instance, researchers seek a nonsignificant p-value, as statistical
significance indicates that the error variance is significantly different among the groups.
As a general rule, normality is ideal in larger sample sizes; however, having smaller
sample sizes doesn’t automatically mean or suggest non-normality as to their univariate
or multivariate state. What is revealed is that the software application’s assumption
testing procedures for factor analysis did not produce values that were out of range for
multivariate normality; consequently, the assumptions of no extreme outliers, kurtosis,
skewness and homogeneity of error variance were met. Because there is a linear
combination of variables, rather than having them presented one at a time, the software
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application’s determination of multivariate normality is based on more than just sample
size.
Internal Consistency and Reliability
Internal consistency reliability is an index of the consistency of participant
responses on the scales. Greater consistency in responses signifies that there was less
error in the measurement of the purported construct(s) of interest, which is desirable.
Since high reliability alone is considered by some researchers to be a crude and initial
index to support fact measuring of construct validity, researchers seek internal
consistency reliability coefficients of at least .70 or greater (Tabachnick & Fidell, 2007,
pp. 60-116).
A Cronbach’s alpha analysis was conducted for each of the nine components (this
includes the political credibility domain added to the original instrument). The scales of
the survey used were highly reliable, with internal consistency reliability coefficients,
Cronbach’s α, ranging from .76 to .97.
Cronbach’s alpha takes all possible interitem correlations, averages the total, and
provides a single index of the consistency of participant responses across all items.
Accordingly, this is an index of measurement error; the more inconsistent the
participant’s response, the greater the error in measurement. Table 4.1 shows reliability
coefficient ranges generated from the Cronbach’s alpha analysis for the nine survey
constructs.
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Table 4.1
Reliabilities of Outcome Variables
Competencies HR Professional
 N of Items
HR Practices
Operational Management
Political Credibility
Personal Credibility
Business Management
Cultural Management
Management of Rapid Change
Organizational and Talent Management
Your HR Department

.46
.71
.92
.96
.92
.97
.96
.96
.97

4
5
19
16
17
19
13
36
22

As Table 4.6 shows, all except HR Practices met the Cronbach criteria.
Nonetheless, the determination was made to proceed forward because the given responses
from the sample may well reconfigure some of the categories—but this a priori test was
used to get a sense that, overall, the original instrument seems to be a reasonable tool to
proceed with the research.
Preparation for Factor Analysis Principal Components Analysis
EFA is an analytic technique that is used primarily to establish the construct
validity of newly created instruments or to further establish the construct validity of
currently existing measures, such as to ascertain whether the construct validity remains
consistent across different samples or subsamples of the same population (Tabachnick &
Fidell, 2007, pp. 60-116). EFA comprises two main approaches, principal components
analysis (PCA) and common factor extraction (CFE).
CFE methods to EFA are invoked when sample sizes are large—usually
exceeding 300—because larger sample sizes increase the stability of the factor solution.
CFE methods include maximum likelihood and principal axis factoring, among others.
PCA is sometimes used when the more stringent assumptions of CFE are violated, such
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as when sample sizes are smaller. PCA is a versatile approach because it reduces the data
to as few meaningful components as possible based on the correlation matrix of all the
items—that is to what degree each item correlates with all others.
Whether using a PCA or CFE method, however, EFA as a whole allows all items
to load freely on to all available components or factors. Ideally, items should load only on
one factor–component; items that load on multiple factors–components exhibit a complex
structure, and thus, complicate interpretation of the solution.
In order to facilitate interpretation of meaningful factors–components, the data are
literally rotated in geometric space by a specified number of degrees determined by the
chosen rotation (Tabachnick & Fidell, 2007, pp.60-116). The two most commonly used
types of rotations in EFA are orthogonal and oblique. Orthogonal rotations specify an
uncorrelated factor–component structure while oblique rotations specify a correlated
factor–component structure.
For the present investigation, a PCA with varimax rotation was selected given the
small sample size. Varimax rotations maximize the amount of variance in the items
explained by the factors–components. With respect to component loadings, loadings ≥
.40 were interpreted because, when squared, the component explains at least 16% of the
variability in the item (Tabachnick & Fidell, 2007, pp. 60-116). Anything lower would be
considered negligible. A PCA extraction using varimax rotation was conducted utilizing
the IBM Statistical Package for the Social Sciences 19 software to examine the factor
structure of the survey data collected from the human resources professionals in the
sample for the study.
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First, the HR professional ratings on all items of the survey instrument were
entered for the covariance matrix computation. The overall explained variance of the
specified factors and the factor loadings (i.e., component matrix) were analyzed for this
purpose. Eigenvalues greater than one were used as the main criteria of interpretable
components for the chosen extraction–rotation solution.
The following sections will present the survey results and answer the research
questions in more detail.
Research Questions and Statistical Analysis
Research Question 1
Research Question 1 asks what competencies commonly characterize the
successful HR professional within Idaho state government. Means and standard
deviations were examined to answer question 1. The means and standard deviations were
generated for all 151 items under all nine, predefined components. Findings for these
survey items yielded means ranging from 0.65 to 4.77 and standard deviations ranging
from 0.50 to 2.38.
In order to manage and synthesize the data, the following tables contain the top 20
and bottom 20 means and standard deviations generated from the 151 items in the survey.
The means and standard deviations data were analyzed and grouped across four
possibilities: high-mean/low-standard deviation, high-mean/high-standard deviation, lowmean/low-standard deviation, and low-mean/high-standard deviation. However, because
the two middle possibilities, high-mean/high-standard deviation and low-mean/lowstandard deviation, did not produce any notable results, those tables have been excluded
from this data presentation.
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It is important to note that the components presented in the following tables are
pre-factored, predefined component analysis labels and are reflective of descriptive
observations only. The rating scale for the items was as follows: 1 = Strongly Disagree, 2
= Disagree, 3 = Moderately Agree, 4 = Agree, and 5 = Strongly Agree.
In Table 4.2, survey items that appear in both mean and standard deviation
columns are indicated in bolded font. The means are listed in order from highest to
lowest, while standard deviations are listed from lowest to highest.

Table 4.2
Item #
Item 33
Item 42
Item 47
Item 63
Item 91
Item 92
Item 93
Item 41
Item 13
Item 31
Item 46
Item 94
Item 113
Item 131
Item 43
Item 122
Item 12
Item 24
Item 64
Item 66

High-Mean-Low Standard Deviation
Means

Item #

SD

4.77
4.69
4.69
4.69
4.69
4.69
4.69
4.65
4.62
4.62
4.62
4.62
4.62
4.62
4.58
4.58
4.54
4.54
4.54
4.54

Item 106
Item 107
Item 108
Item 109
Item 111
Item 113
Item 118
Item 121
Item 122
Item 123
Item 134
Item 33
Item 42
Item 46
Item 67
Item 75
Item 90
Item 91
Item 92
Item 93

0.51
0.56
0.59
0.58
0.58
0.57
0.50
0.50
0.50
0.62
0.57
0.59
0.62
0.57
0.62
0.63
0.58
0.55
0.47
0.55

N = 60 Bolded items are those competencies with high-mean ratings and low-standard
deviations.
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In Table 4.2, there were eight items identified with high-mean/low-standard
deviations (below 1.0): 33 “have chemistry with key external constituents,” 42 “express
effective written communication,” 91 “help people understand why change is important,”
92 “identify and engage people who can make change happen,” 93 “sustain change
through HR practices,” 46 “globalization of business,” 113 “design nonfinancial
reward/recognition systems,” and 122 “perform organizational diagnosis and audits.”
Items associated with a high-mean/low-standard deviation orientation suggest a high
level of participant agreement regarding those competency items and their importance for
the successful HR professional. The eight items in Table 4.1 with a high-mean and lowstandard deviation will be interpreted within the context of the survey constructs in
chapter 5.
In Table 4.3, there were four items identified with low-mean/high-standard
deviations (above 1.0) and are identified in bolded font. These items were 8 “removes
low value added or bureaucratic work,” 9 “manages the arrangement of physical space
and workplace environment,” 52 “practicing organizational design, and 80 “align
individual behavior and organizational goals.
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Table 4.3

Low-Mean/High-Standard Deviation

Item #

Means

Item #

SD

Item 132
Item 78
Item 80
Item 137
Item 8
Item 79
Item 101
Item 48
Item 57
Item 52
Item 138
Item 61
Item 100
Item 54
Item 58
Item 140
Item 49
Item 102
Item 9
Item 30

3.62
3.58
3.54
3.50
3.46
3.46
3.46
3.42
3.42
3.38
3.38
3.23
3.23
3.15
3.12
3.12
3.04
3.00
2.77
2.38

Item 9
Item 8
Item 3
Item 52
Item 80
Item 104
Item 105
Item 136
Item 120
Item 74
Item 146
Item 56
Item 70
Item 141
Item 61
Item 54
Item 49
Item 73
Item 82
Item 142

1.18
1.14
1.13
1.10
1.07
1.06
1.06
1.06
1.04
1.02
1.02
1.00
1.00
1.00
0.99
0.98
0.96
0.96
0.96
0.96

N = 60 Bolded items are those competencies with low-mean ratings and high-standard deviations

” Items associated with a low-mean/high-standard deviation orientation suggest
that these competency items have a low level of importance and that there was high
variation in opinion (high-standard deviation) as to their importance pertaining to
successful HR professional competencies. The four items in Table 4.1 with a high-mean
and low-standard deviation will be interpreted within the context of the survey constructs
in chapter 5.
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Research Question 2
Research Question 2 asks how individual or collective competencies that define
the HR professional in Idaho state government compare to the HRCS model. Tables 4.4
through 4.12 on the following pages show the results of factor analysis using the
competencies portion of the HRCS model as a framework for this study. There is a table
of each of the nine components.
Loadings greater than .45 are reported. Results that were at least .45 were rounded
off to .5 in order to set a minimum parameter for the study (Martinez, 2007, p. 630). Each
survey item for each component is sorted along the left-hand column by the size of the
factor loadings in regards to which factor the competency item factored into.
In Table 4.4, there was a total of 37 competency items that emerged under C1
factor analysis component. Of the 17 initial survey items in the domain personal
credibility, 16 emerged under this component with 7 of those items having the highest
loadings ranging from 0.83 to 0.91.
Other domains whose items emerged under the C1 component were political
credibility, which had 12 of the initial 19 survey items; 4 of 17 items under management
of business, 2 of 19 items under management of culture, and 3 of 22 items under your HR
department domain. One item, managing customer relationships, under the management
of business domain, was omitted with a .42 loading rate which did not meet the .45 >
minimum cut off criterion to round off and include in the table.
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Table 4.4

Factor Analysis Component Loadings C-1

Competency Items
Demonstrates High Integrity
Have Earned Trust
Am a Role Model of Organizations Values
Demonstrates High Integrity
Responds quickly to internal constituents
Have Effective Interpersonal Skills
Work Well with Management Team
Invest in Training & Development for HR Professionals
Have a Track Records for Results
Express Effective Verbal Communication
Have Good Chemistry with Key Internal Constituents
Understands & Skilled In Conflict Management
Your Business's HR Practices
Express Effective Written Communication
Share Knowledge Across Org Boundaries
Skilled In Compliance Enforcement
Have Clear Concept of Culture Required for Business Success
Demonstrates Customer Focus
Perform Accurate (error free) Work
Manages Information & Technology Effectively
Proficient in Research & Analysis Skills
Provides Candid Observations
HR Best Practices
Delivers Results That Promote Overall Public Good & Trust
Takes Appropriate Risks
Have Good Chemistry with Key External Constituents
Ensure that HR is a Cultural Role Model for Organization
Exhibits proficient policy planning & design skills
Posesses critical & systems thinking capabilities
Organizational Design Capability
Influences Others
Exhibits advanced level of task proficiency
Understands Administrative & Legislative Law
Able to Network Effectively
Involve Customers in Tech Design & Delivery of HR Practices
Understands Governance & Administrative Systems

Loadings
0.91
0.91
0.88
0.87
0.85
0.84
0.83
0.81
0.80
0.80
0.79
0.79
0.76
0.75
0.72
0.71
0.70
0.70
0.69
0.67
0.67
0.66
0.66
0.65
0.64
0.64
0.63
0.62
0.61
0.58
0.55
0.54
0.54
0.53
0.52
0.50

The results for component 1, as shown in Table 4.4, do not align with any one
component from the HRCS framework. Instead, Component 1 is a combination of
personal credibility (which was a construct of the original HRCS) and political
credibility. Political credibility was not in the original HRCS and was added for purposes
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of this research and given the population (Idaho state government) that was the target for
the research. In Table 4.5 on the next page, there was also a total of 37 survey items that
emerged in C2.
Table 4.5

Factor Analysis Component Loadings C-2

Competency Items
Adapt Learnings About Change to New Change Initiatives
Monitor Progress of Change Processes
Articulate Outcomes of Change
Help Employees Understand Behavioral Implications of Desired Culture
Sustain Change Through HR Practices
Identify & Engage People Who Make Change Happen
Make Sure Organization is More Than Sum of its Parts
Build Commitment to Strategic Direction
Facilitate Change Processes
Help Create the Need for Change
Encourage Innovation in Your Department
Identify Culture Required to Meet Business Strategy for Department
Frame Culture in a Way that Engages Employees
Manage Work/Life Balance with in Organization
Contribute to the Design & Allocation of Space
Ensure the Viability of Resources that make Change Happen Fast
Ensure that Key Leaders are Aligned Around Major Change Initiatives
Align Individual Behavior & Organizational Goals
Help Employees Find Purpose & Meaning in their Work
Focus on How to Get Decision Made Quickly
Build Org Capabilities that Help Line Managers Turn Strategy into Action
Ecourage Others to Make Change Happen Fast
Translate Culture into Management Practice
Social Issues that Impact Your Business
Help People Understand Why Change is Important
Understand & Manage the Global Implications of HR Practices
Facilitates the Integration of Different Business Functions
Focus on Internal Culture of Business Meeting Needs Exter Customers
Measure the Influence of Culture on Firm Performance
Ensure Culture of Business is Recognized by External Stakeholders
Communicate Desired Culture Inside Organization
Encourage Executives to Behave Consistently with Desired Culture
Demographic Trends that Influence Your Business
Follow Up & Reinforce Personal Change
Design Flexible Work Schedules
Involve Employee Design & Delivry of HR Practices to Increase Abilities
New Emerging Technologies
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Loadings
0.86
0.83
0.83
0.80
0.80
0.79
0.79
0.79
0.78
0.76
0.75
0.74
0.74
0.73
0.73
0.70
0.68
0.68
0.67
0.66
0.61
0.61
0.58
0.58
0.58
0.58
0.58
0.56
0.55
0.55
0.51
0.51
0.50
0.50
0.50
0.50
0.50

Other domains whose items also loaded in C2 are operations management with
one of five items, 3 of 17 items under management of business, three of six items under
organizational design/talent management, and 2 of 22 under your HR department. When
compared with the HRCS survey components, C2 in this analysis does not align with any
single given HRCS survey component. Instead, C2 is primarily a combination of
management of culture and management of change items, which when initially observed,
appear to be closely related.
In Table 4.6, there was a total of 17 survey items that loaded up in C3. The
highest loadings were from the HR department domain from the HRCS survey, ranging
from 0.73 to 0.84. Twelve of 22 survey items listed under this component loaded on C3.
Table 4.6

Factor Analysis Component Loadings C-3

Competency Items
Have an HR Strategy that Links HR Practices to Business Strategy
Ensure that HR Strategy turns Business Goals into HR Priorities
Measure the Impact of HR Practices on Business Results
Use Emperical Research to Identify Best HR Practices
Attract Appropriate People
Align Organizational Structure of HR with Org Structure of Business
Build HR Practices that Add Value to the Communities
Build the Capability of the HR Dept to Add Greater Value
Involve (Capital) Investors in Tech Design & Delivery of HR Practices
Ensure that Org Structure of HR Consistent with Business Strategy
Build Org Capabilities that Help Line Managers turn Strategy into Action
Track Employee Engagement
Build Employee Value Proposition that lays out employee expect/retrns
Facilitate the Design of Org Structure
Strategic Level: HR Practices linking HR activities to long term Buss Success
Fluent in more than One Language
Facilitates Dissemination of Customer Information

Loadings
0.84
0.82
0.78
0.73
0.71
0.68
0.62
0.60
0.59
0.57
0.57
0.54
0.53
0.53
0.51
0.50
0.50

Component C3 from the analysis in Table 4.6 does predominately align with the
HRCS component, your HR department. Other domains whose items also surfaced under
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this component were organizational design–talent management with 2 of 36 items,
political credibility with 1 of 19 items, operations management with one of five items,
and HR practices–level with one of four items.
Table 4.7 shows C4 results which yielded a total of 18 items under this
component. The highest loadings indicted were under the domain of organizational
design–talent management. The majority of competency items listed favored this domain
with 17 of 36 items listed followed by one of four items under Strategic Architecture (HR
practices).
Table 4.7

Factor Analysis Component Loadings C-4

Competency Items
Use Challenging & Valuable Work to Motivate & Retain Key Talent
Facilitate Establishment of Clear Performance Standards
Design Measurements for High & Low Performing Individuals
Leverage HR Info Systems to make Better Decisions
Design Feedback Processes
Use Technology to Facilitate Org Transformation
Manage Labor Policies & Procedures
Retain Appropriate People
Promote Appropriate People
Leverage Info Technology for HR Practices
Assess Key Talent
Develop People Management Skills in Leaders & Managers
Work with Managers to Send Clear & Consistent Messages
Facilitate Design of Internal Communication Process
Manage Workforce Diversity
Transformational Level: Practices Linking HR to Value Added Intv
Remove People from Org when Appropriate
Provide Accurate & Candid Feedback

Loadings
0.87
0.86
0.84
0.80
0.78
0.70
0.66
0.63
0.60
0.59
0.58
0.57
0.52
0.50
0.50
0.50
0.50
0.50

Component C4 from the analysis in Table 4.7 does align mostly with the HRCS
component organizational design–talent management.
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In Table 4.8, a total of 12 items loaded on this component. Eight of 17 survey
items under the management of business domain were listed with one item having the
highest loaded factor. Other domain items included 1 of 19 items under political
credibility, one of five items under operations management, and 2 of 22 items under your
HR department.
Table 4.8

Factor Analysis Component Loadings C-5

Competency Items
Financial Statements-Balance Sheets, Income Statement, Cash Flow etc.
Exhibits Capabilities to Formulate & Analyze Budgets
Requirements of External Customers
Competitor Analysis
How Your Business Makes Money (Who, Where, How)
Globalization of Business
Managing Supplier Relationships
Build HR Practices that Add Value to External Customers
Computer Information Systems
Design of Work Process
Manage External Vendors
Manages Arrangement of Physical Space & Work Environment

Loadings
0.80
0.73
0.66
0.66
0.66
0.59
0.59
0.58
0.54
0.51
0.50
0.50

Component C5 from the analysis in Table 4.8 does align mainly with the HRCS
component management of business domain.
Table 4.9 on the following page shows that C6 produced a total of 11 survey
items under this component. One of five survey items under operations management
appeared on this table and also has the highest loading factor. Other items included one of
four under HR practices–level, 4 of 19 under political credibility, 1 of 19 under
management of culture, 2 of 36 under organizational design–talent management, and 2 of
22 under your HR department.
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Table 4.9

Factor Analysis Component Loadings C-6

Competency Items
Removes Low Value Added or Bureaucratic Work
Understands Systems Analysis & Design
Involve Communities in Tech Design & Delivery of HR Practices
Knowledgeable about Technical Report Writing
Make Culture Management a Business Priority
Demonstrates Political Savvy
Effective Public Speaking Platform Skills
Perform Org Diagnosis & Audits
Transactional Level: Practices Linking HR in Efficient Delivery Transactions

Loadings
0.72
0.64
0.62
0.59
0.56
0.56
0.50
0.50
0.50

When compared with the HRCS survey components, C6 in this analysis does not
align with any single given HRCS survey component. C6 is mainly a blend of constructs
from the HRCS survey.
Table 4.10 show a total of eight survey items that surfaced under the C7
component. Two of the 36 items under organizational design–talent management
emerged having the highest factor loadings.
Table 4.10

Factor Analysis Component Loadings C-7

Competency Items
Establish Standards for Required Talent
Design Non-Financial Reward/Recognition System
Contributes to Brand Building with Customer, Shareholders & Employees
Share Knowledge Across Org Boundaries
Operational Level: Practices focus on day to day delivery & administration
Government Regulation
Demonstrates Financial Analysis & Management Capability
External Political Environment

Loadings
0.70
0.69
0.60
0.57
0.57
0.54
0.50
0.50

When compared with the HRCS survey components, C7 in this analysis does not
align with any single given HRCS survey component. C6 is principally a combination of
constructs from the HRCS survey. Other survey items included in were one of four under
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HR practices–level, one of five under operations management, 1 of 19 under political
credibility, 2 of 17 under management of business, and 1 of 19 under management of
culture.
In Table 4.11, the C8 component produced a total of six survey items. Five of the
36 items under organizational design–talent management domain appeared having the
highest factor loadings. The final item was 1 of 22 items under your HR department
domain. One item “design performance-based compensation systems” under the
organizational design–talent management domain was omitted because it loaded with a
.44 which did not meet the minimum requirement of .45> to be rounded off and included
in this table.
Table 4.11

Factor Analysis Component Loadings C-8

Competency Item
Manage Pension Programs
Design Appropriate Benefits System
Know When & How to Leverage Teams
Set Expectations for Leadership Behavior
Involve Line Managers in Tech Design & Delivery of HR Practices

Loadings
0.82
0.67
0.60
0.50
0.50

Component C8 from the analysis in Table 4.11 does align mainly with the HRCS
component organizational design–talent management construct. It is important to note
that although the same survey items did not appear under these components, C4 and C8
are predominantly comprised of survey items that align with the organizational design–
talent management construct from the HRCS framework.
In component C9 shown in Table 4.12, there was a total of six survey items
generated under this component. These were 6 items of 36 under the organizational
design–talent management domain. Two of these items, “offer training programs” and
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“develop a comprehensive internal communication strategy plan,” loaded on to this
component twice with the same exact factor loadings.
Table 4.12

Factor Analysis Component Loadings C-9

Competency Item
Design Development Initiatives that Facilitate Change
Design Developmental Work Experience
Offer Training Programs
Offer Training Programs
Develop a Comprehensive Internal Communication Strategy & Plan
Develop a Comprehensive Internal Communication Strategy & Plan

Loadings
0.70
0.68
0.57
0.57
0.50
0.50

Component C9 from the analysis in Table 4.12 does align largely with the HRCS
component organizational design–talent management. It is important to note that
although the same survey items did not appear under these components, C4, C8, and C9
are predominantly comprised of survey items that align with the organizational design–
talent management construct from the HRCS framework.
Several of the items demonstrated a complex structure by loading on more than
one component. Only those items with cross loadings that are near one another in
magnitude (±.04) pose a problem for interpretation because these items could fit under
any of the cross-loading components.
Table 4.13 show items with cross-loaded factors identified in bolded font and
having a lower loading than their respective component factor loading (not bolded),
which is a higher loading. For cross-loaded items, the highest absolute value of the
loadings would be used to determine which factor is to retain the competency item
(Ferguson & Cox, 1993, pp. 60-116).
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Table 4.13

Factor Analysis Cross Component Loadings
Extrapolation of Factored Competencies
With Complex Structure Loadings (Bolded Font)
C1

C2

C3

C4

C4

C6

C7

C8

HRCS

C9

Competency
1.Tra ns l a te cul ture i nto Mgmt Pra ctice
2.Communi ca te Des i red Cul ture Ins i de Org
3.Fol l ow Up & Rei nforce Pers ona l Cha nge
4.Demogra phi c Trends Infl uenci ng Bus i nes s
5.New Emergi ng Technol ogi es
6.Bui l d Org Ca pa bi l i ties Hel p Li ne Ma na gers

0.56 0.58
0.50 0.51
0.42 0.47
0.49
0.45
0.52 0.57

Mgt of Cult
Mgt of Cult
Mgt of Chng

8.Tra nform Level : HR Pra ctices Li nk to Va l ue Add
9.Provi de Accura te & Ca ndi d Feedba ck

Mgt of Buss
Mgt of Buss
HR Dept

0.52
0.46
0.45

7.Work wi th Ma na gers to Send Cl ea r Mes s a ges

0.46
0.40

0.42
0.49

0.47

10.Ma na ge Externa l Vendors

OD/Tal Mgt

0.43 HR Practices

11.Devel op Compreh Interna l Comm Stra tegy & Pl a n

0.43
0.44
0.49

OD/Tal Mgt
HR Dept

0.50 OD/Tal Mgt

Items identified in Table 4.13 are also associated with their respective constructs
of origin (bolded in far right-hand column). Two out of 19 items emerged from
management of culture, 1 of 13 from management of change, 2 of 17 from management
of business, 2 of 22 from your HR department, 3 of 36 from organizational design–talent
management, and finally, one of four from HR practices–level.
Figure 4.2 is a scree plot that was generated from the component matrix solution
that provides a “big picture” overview of outcomes for the factor analysis. Note that
when the PCA solution utilizing varimax rotation was run for the factor analysis, it
generated components yielding Eigenvalues which far exceeded the ≥ 1 cutoff value and
accounted for 76.50% of the variance in the survey items.
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Figure 4 Scree plot of Eigenvalues and Components

The scree plot shows a clustering trend before descending and flattening out
which, upon initial observation, suggests that the survey items appear to be closely linked
together.
Research Question 3
Research Question 3 asks if the findings of this study suggest a new competency
model or an adjustment to the HRCS model. On the following page, a matrix between
current survey findings and the HRCS components has been developed for comparison
purposes.
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Table 4.14

HRCS Component & Survey Findings Comparability Matrix

HRCS Components

Survey Findings

Strategic Architecture
(HR Practices)

C1: No exact match with personal/political credibility items being
predominant; was a mix of political credibility (12 of 19 items); personal
credibility (16 of 17 items); management of business (4 of 17 items);
management of culture (2 of 19 items); your HR dept (3 of 22 items)

Operations Management

C2: No exact match with management of culture/change items being
predominant; was a mix of operations management (1of five items);
management of business (3 of 17 items); management of change (10 of
13 items); management of culture (15 of 19 items); your HR dept (2 of
22 items); org design/talent management (3 of 36 items)

Political Credibility

C3: No exact match with your HR dept items being predominant; was a
mix of HR practices/level (1 of 4 items); operations management (1of 5
items); political credibility (1 of 19 items); org design/talent management
(2 of 36 items); your HR dept (12 of 22 items)

Personal Credibility

C4: No exact match with org design/talent management items being
predominant; was a mix of HR practices/level (1 of 4 items); *org
design/talent management (17 of 36 items)
C5: No exact match with management of business items being
predominant; was a mix of operation management (1 of 5 items); political
credibility (1 of 19 items); management of business (8 of 17 items); your
HR dept (2 of 22 items)
C6: No exact match with political credibility items being predominant;
was a mix of HR practices/level (1 of 4 items); operations management (1
of 5 items); political credibility (4 of 19 items); management of culture
(1 of 19 items); org design/talent management (2 of 36 items); your HR
dept (2 of 22 items)
C7: No exact match with management of business & org design/talent
management items being equally predominant; was a mix of HR
practices/level (1 of 4 items); operations management (1 of 5 items);
political credibility (1 of 19 items); management of business (2 of 17
items); management of culture (1 of 19 items); org design/talent
management (2 of 36 items)
C8: No exact match with org design/talent management items being
predominant; was a mix of *org design/ talent management (5 of 36
items); your HR dept (1 of 22 items)

Management of Business

Management of Culture

Management of Change

Organizational Design–
Talent Management
Your HR Department

C9: No exact match was completely predominant in this component
*org design/ talent management (6 of 36 items)

* organizational design–talent management items show predominance in three components C4, C8,
& C9

The HRCS components are in order as they appear in the actual survey
and are compared against factor analysis results that have been conducted for those same
survey items. In Table 4.14, the factor analysis component survey item outcomes are not
an exact match with their respective HRCS component survey items. Rather, there was a
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mix of survey items with some items being predominant in number for each of the factor
analysis components stemming from multiple HRCS domains.
The survey findings in the factor analysis that appear prominent in each
component are shown in the right-hand column in bolded font. Also included is an
inventory of other survey items that loaded within that same component from other
HRCS domains.
Survey items from the organizational design–talent management HRCS domain
emerged in multiple factor analysis components. They are indicated under survey
findings by an asterisk and in bolded font.
The factor analysis components found to be in alignment with the organizational
design–talent management HRCS domain were C4, C8, and C9 respectively. This
occurrence suggests that this domain has multidimensional characteristics, and its
implications will be discussed more in depth in chapter 5.
Other predominant survey items emerging were C1 personal credibility (16 of 17
items) and political credibility (12 of 19 items), C2 management of culture (15 of 19
items) and management of change (10 of 13 items), C3 your HR department (12 of 22
items), C4 organizational design–talent management (17 of 36 items), C5 management of
business (8 of 17 items), C6 political credibility (4 of 19 items), C7 management of
business (2 of 17 items) and organizational design–talent management (2 of 36 items), C8
organizational design–talent management (5 of 36 items), and C9 organizational design–
talent management (6 of 36 items).
In the pursuit to answer this question more thoroughly, a review of literature
regarding public sector competencies on a state government level was conducted. The
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research literature on public services on the international and federal levels revealed an
emphasis in competency areas such as political savvy, public policy, and ethical
solidarity—balancing the delivery of results that promote the overall public good and
trust (Javalt & Veisson, 2005; Naquin & Horton, 2000).
Horton (2000) and Javalt and Veisson (2005) also cited Virtanen (2000), who
pointed out that public servants have “political and ethical competencies that differentiate
them from the private sector” (Horton, p. 314). He also suggested that the major
competency areas are in task proficiency, in the substantive policy field, in
administration, and the political and ethical areas (Javalt & Veisson, p. 3). However,
findings in the research literature were sparse in the area of state-level competency
repertoires for the HR professional.
In order to address this issue, an additional domain called political credibility was
created and added to the HRCS model based on the findings within the review of
research literature. Table 4.18 on the following page shows the factor loadings for the
survey items under political credibility. Factor loadings ranged from 0.50 to 0.79. The
survey items are numbered numerically as they are arranged in the actual survey
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Table 4.15

Factored Competencies for Political Credibility Domain

Extrapolation of Factored Competencies for Political Credibility Domain
Factor Range .50 and Above (.45 > Rounded Off to .5 Bolded)
Factor 1 Factor 2 Factor 3 Factor 4 Factor 5 Factor 6

Factor 7

Factor 8

Factor 9

Competency
10. Overa l l Pub Good & Trs t
11. Advncd Level Ta s k Profi c
12. Undr Gover & Admi n Sys
13. Undr Adm & Leg La w

0.65
0.54
0.50
0.54
0.64

14. Undr Sys Ana l y & Des i gn
15. Profi c Rs rch & Ana l ys
16. Profi c Pol i cy Pl ng & Des gn
17. Cri t & Sys t Thi nki ng

0.67
0.62
0.61
0.50

18. Demos Fi n Ana l ys & Mgt

0.73

19. Ca pa b Form & Ana l Budgt

0.56
0.59

20. Demos Pol i ti ca l Sa vvy
21. Knowl gbl Tech Reporti ng
22. Demos Cus tomer Focus
23. Ski l l d Compl i nc Enfor
24. Effecv Info & Tech Mgt
25. Undr/Ski l l Confl i ct Mgt
26. Network Effeci tvel y

0.70
0.71
0.67
0.79
0.53
0.50

27. Effectv Publ i c Spkg Ski l l s
28. Fl uent More tha n 1 La ng

0.50

This survey domain was created and incorporated into the original competency
HRCS survey instrument and deployed to HR-designated employees within Idaho state
government. There were 12 of the 19 survey items that loaded on Component 1 (C1).
Item 25, “understands conflict management” has the highest loading in C1 with .79. The
other 11 items are as follows from highest to lowest loadings: item 19 “exhibits
capabilities to formulate and analyze budgets” loading on C1, item 23 “skilled in
compliance enforcement” loading on C1, item 22 “demonstrates customer focus” loading
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on C1, item 15 “proficient in research and analysis skills” loading on C1, and item 24
“manages information and technology” loading on C1.
The remaining seven items under this domain were 25 “fluent in more than one
language” loaded on C3, 19 “exhibits capabilities to formulate and analyze budgets”
loaded on C5, 14 “understands systems analysis and design,” 20 “demonstrates political
savvy,” 21 “knowledgeable about technical reporting,” and 27 “effective public speaking
platform skills” all loaded on C6, and 18 “demonstrates financial analysis and
management capability” loaded on C7.
None of the survey items listed under the domain of political credibility crossloaded into other single components, nor did any one single survey item of the same load
up in any of the other components.

Research Question 4
Research Question 4 asks, “Do Idaho state government managers and employees
rate the study survey competencies differently? Descriptive statistics and an independent
samples test (t test) were conducted to answer this question.
The group comparison analysis for this question was not dependent on the factor
analysis used to answer Research Question 3. Therefore, in an effort to organize the data,
comparisons across the two groups were made across the nine survey categories, not each
individual survey item. Each category shown for the descriptive statistics and t-test
results are comprised of the various individual survey items that cumulatively comprise
that category.
In addition, given the small number of respondents who identified themselves as
managers, equal variances for the Levene’s test were assumed, however, the overall t-test
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results were statistically insignificant. Consequently, more weight should be given to the
simple descriptive comparisons. The t-test results are given for completeness and simply
to examine whether any cautionary differences between the groups might arise.
Descriptive Statistics
Table 4.16 shows a descriptive comparison between HR employees and
managers. The table shows the top five and bottom four means for each group, which
encompasses all nine categories from the original survey.
Table 4.16

Descriptive Statistics for Human Resources Employees and Managers
Sorted by Mean
Employees a

Variables

Top 5
M SD

Managers b

Variables

M

Top 5
SD

OD/Talent Mgmt

4.33

0.48

Political
Credibility

5.56

0.91

Personal
Credibility

4.07

0.44

Personal
Credibility

4.44

0.64

Political
Credibility

4.04

0.53

OD/Talent Mgmt

4.27

0.43

HR Practices

4.01

0.61

HR Practices

4.14

0.44

Mgmt of Change

3.88

0.74

Mgmt of Change

3.98

0.82

Employees a

Managers b

Variables

Lowest 4
M
SD

Variables

Lowest 4
M
SD

Mgmt of Culture

3.61

0.70

Ops Mgmt

3.49

0.43

Mgmt of Business

3.61

0.61

Mgmt of Culture

3.58

1.02

Ops Mgmt

3.62

0.64

Mgmt of Business

3.63

0.63

HR Dept

3.76

0.73

HR Dept

3.70

0.95
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There are four possibilities: high-mean/high-standard deviation, high-mean/lowstandard deviation, low-mean/high-standard deviation, and low-mean/low-standard
deviation. The means and standard deviations were used to indicate a suggested level of
agreement: 1 = Strongly Disagree, 2 = Disagree, 3 = Moderately Agree, 4 = Agree, 5 =
Strongly Agree.
The means for each of the nine constructs ranged from 3.61 to 4.33 with a median
of 3.88, and standard deviations ranged 0.44 to 0.74 with a median of 0.61 for employees.
For managers, the mean range was 3.40 to 5.56 with a median of 3.98, and standard
deviations ranged from 0.43 to 1.02 with a median of 0.64. The high-mean/low-standard
deviation determination criterion for employees was for means any value greater than
3.88 (the median mean value) and for standard deviations, any value less than 0.61
(median value for standard deviations). The high–low determination criterion regarding
managers for means was any value greater than 3.98 (the median mean) and anything less
than 0.64 (the median value for standard deviations).
In Table 4.16, managerial ratings for political credibility emerged under the highmean/high-standard deviation category suggesting importance but with a low level of
agreement (high variability in how people responded). A tendency towards a highmean/low-standard deviation suggests a high level of participant agreement (low
variability in participant responses in each group) regarding those competency items and
their importance for the successful HR professional. HR practices–levels, personal
credibility, and organizational design–talent management domains all fell under this
category for both employees and managers along with employees for political credibility.
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The management of culture, management of change, and your HR department
domains all fell under the low-mean/high-standard deviation category, suggesting that
these competency items have a low level of importance and that there was high variation
in opinion (high-standard deviation) as to their importance pertaining to successful HR
professional repertoires.
Operations management and management of business domains all fell under the
low-mean/low-standard deviation category for both employees and manager responses.
This suggests that participant responses to survey items in these domains may not have
been selected as important to either survey group.
Table 4.17 on the following page shows a categorical matrix version of these
descriptive statistics and their distribution pattern.
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Table 4.17
COMPARABILITY MATRIX FOR MEAN & SD DISTRIBUTION

Employee Type
HR Practices

Operations

H MN/

H MN/

LOW MN/

LOW MN/

H SD

LOW SD

H SD

LOW SD

Employees

X

Managers

X

Employees

X

Managers

X

Political

Employees

Credibility

Managers

Personal

Employees

X

Credibility

Managers

X

Business

Employees

X

Managers

X

Culture

Change

X
X

Employees

X

Managers

X

Employees

X

Managers

X

OD/Talent Mgmt Employees

X

Managers
HR Dept

X

Employees

X

Managers

X

Independent Samples Test
An independent samples t test was also conducted to answer Research Question 4
regarding differences in perceptions between managers and employees. After adjusting
the p-value to avoid the family wise Type I error rate inflation, none of the comparisons
between managers and employees were statistically significant.
Table 4.18 on the following page shows the independent samples test (t-test)
results conducted over all nine components with a 95% confidence interval. All p-values
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were greater than the .05 threshold, which suggests there is no statistical significance
between the groups across any of the nine constructs.

Table 4.18 Independent Samples Test Findings: Human Resources Employees and Managers
Levene’s Test for Variances
Variables

T-test Statistic for Means

Sig (p-values ≥)

T-Statistic

Practices

.319

-.589

Operations

.513

.556

Political
Credibility

.347

-.146

Personal
Credibility

.171

.337

Business

.919

-.083

Culture

.090

1.896

Change

.845

-.348

OD/Talent

.981

.281

HR Dept

.361

.177

Since t-testing is an assessment to determine whether two groups significantly
differ from one another in terms of their responses to a common question or construct, the
findings in Table 4.18 suggest that employees and managers groups did not rate the
survey items significantly different from each other.
Because of low response rates, partly finished surveys, and other such issues, the
comparison between employees versus manager perceptions should be viewed with
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caution. The more conservative approach is to interpret the descriptive results only, for
this research question, which will be more fully explored in chapter 5.
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Chapter 5
Interpretations
This chapter details the interpretations related to each of the four research
question findings, implications, and recommendations for future competencies research
regarding the HR professional within Idaho state government. First, explanations for
what competencies commonly characterize the successful HR professional are discussed.
Second, individual and collective competency findings regarding the HR professional are
compared against the HRCS model. The third section provides analytical interpretations
that suggest revisions to the HRCS model as applicable to the HR professional in Idaho
state government. Interpretations comparing managers and employees are then presented,
and the chapter concludes with sections covering implications for practice, future
research, and a conclusion.
Research Question 1 Interpretation
What Are the Competencies That Commonly Characterize the Successful HR
Professional in Idaho State Government?
Simple means and standard deviations, as measured by importance, offer insight
into how HR professionals within Idaho state government view the various competencies.
The top and bottom 20 means and standard deviations from the nine predefined
constructs were extrapolated and grouped across four possibilities: high-mean/high
standard deviation, high-mean/low-standard deviation, low-mean/low-standard deviation,
and low-mean/high-standard deviation. Two of the possibilities, high-mean/high-standard
deviation and low-mean/low-standard deviation, did not produce any prominent results
and were not interpreted further.
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Table 5.1 reflects the results for high-mean/low-standard deviation. Table 5.1
shows only the top five items from the top 20 analysis (Table 4.2 in chapter 4) that
emerged with a high-mean/low-standard deviation orientation. The results are sorted by
mean (on the 1–5 importance scale) and the associated item number (from the original,
prefactored analyzed survey). Competency items identified with a high-mean/lowstandard deviation orientation suggest a high level of participant agreement regarding
those competency items and their importance for the successful HR professional.
In general, a low standard deviation (below 1.0) is indicative of consistency in
participant response. In Table 5.1, means ranges are 4.69 to 4.77, well above 4.0, and the
standard deviations range are 0.47 to 0.62, well below 1.0, which suggests agreement
regarding the importance these particular competencies for the HR professional.

Table 5.1

High-Mean and Low-Standard Deviation Rating for Importance

Competency Item
Have chemistry with key external constituents
Express effective written communication
Help people understand why change is important
Identify & engage people who can make change happen
Sustain change through HR practices

Mean

SD

Item #

4.77
4.69
4.69
4.69
4.69

0.59
0.62
0.55
0.47
0.55

33
42
91
92
93

Personal credibility (items 33 and 42) and management of change (items 91, 92,
and 93) seem to be the dominant areas of importance with a high degree of agreement
across respondents, according to the predefined HRCS grouping of the survey for Idaho
state HR professionals. The competency items reflected in these results appear to
coincide with the more contemporary research literature on the HRCS model which
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identifies personal credibility competencies linked to high-performing organizations
(Grossman, 2007; Rothwell & Wellins, 2004; Brockbank & Ulrich, 2003) and
management of change competencies with strategic contributions (such as culture
management, managing rapid change, strategic decision making, etc.) as some of the key
competency factors for success (Brockbank & Ulrich, 2007; Grossman, 2007; Langbert et
al., 2005).
A possible explanation as to why competencies for personal credibility and
management of change emerged as important to respondents in this study is that, based
on research literature, these competencies are key for HR professionals employed in
high-performing organizations (Choi, Sang Long 2009; Boselie & Paauwe, 2004) and
who are able to effectively manage change in rapidly changing technologically based
environments.
In Table 5.2, the bottom five items from the bottom 20 analysis (Table 4.3 in
chapter 4) were reviewed for low-means and high-standard deviations. However, only the
bottom four items were identified as having low-means and high-standard deviations
(generally above 1.0). The means ranges are 2.77 to 3.54, well below 4.0, and standard
deviations ranges are 1.07 to 1.18, well above 1.0.

Table 5.2

Low-Mean and High-Standard Deviation Rating for Importance

Competency Item

Mean

SD

Manages the arrangement of physical space & work environement
Practicing organizational design
Removes low-value added or bureaucratic work
Align organizational behavior and organizational goals

2.77
3.38
3.46
3.54

1.18
1.10
1.14
1.07
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Item #
9
52
8
80

Operations management (items 8 and 9), management of business (item 52), and
management of culture (item 80) seem to be areas of low importance among survey
participants, though there was high variation in opinion (high-standard deviation). These
three areas are defined according to the predefined HRCS grouping of the survey for the
HR professional in Idaho state government.
The competency items reflected in these results do not appear to coincide with the
more contemporary research linking operations management competencies and
management of business competencies with leveraging business knowledge (Brockbank
& Urich, 2007; Grossman 2007; and Brockbank & Ulrich, 2003) and management of
culture with strategic contributions as some of the key competency factors for success
(Brockbank & Ulrich, 2007; Grossman, 2007; Langbert, 2005; Naughton, Rothwell, et al.
2004).
A possible explanation as to why these particular competency items were rated
low on the importance scale is that respondents may not consider them essential for high
performance, managing culture, or leveraging business knowledge. Another notion is that
given the low responses in this survey, perhaps a much broader universe with a more
robust population sample would yield different results.
In regards to public sector competencies specifically, none of the survey items
that emerged in these results align themselves with the research literature findings
regarding HR competencies in the public sector, which emphasize competencies, such as
ethics, surrounding the public good and trust (Humphries Institute of Public Affairs,
1995), task proficiency, professional competence in the substantive, administration, and
political fields (Jarvalt & Veisson, 2005).
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Research Question 2 Interpretation
How Do Individual or Collective Competencies That Define the HR Professional in
Idaho State Government Compare to Findings of the Human Resource Competency
Study Model?
The results of factor analysis using the competencies portion of the HRCS model
as a framework for this study were compiled in Tables 4.4 through 4.12 (Factors C1–C9
in chapter 4) and will be interpreted further in this section. Loadings greater than .45 are
reported. Results that were at least .45 were rounded off to .5 in order to set a minimum
parameter for the study (Martinez, 2007, p. 630).
In the Table 4.4 analysis, Factor 1 is not a composite of any one of the original
survey constructs but is multidimensional. Factor 1 deals predominantly with items
related to topics from the HRCS and public sector literature. Moreover, items related to
personal and political credibility were also prominent in the factor results, indicating that
an individual’s personal and political credibility are key elements for the successful HR
professional within Idaho state government. Table 5.3 on the following page lists the
survey items that loaded on Factor 1 by a priori construct and factor loadings.
The HRCS research literature shows that HR professionals maintain credibility by
getting good results, possessing good interpersonal skills, and are effective
communicators (Brockbank & Ulrich, 2007; Brockbank & Ulrich, 2003). The political
credibility construct was not in the original HRCS and was added for the purposes of this
research because the target population was within Idaho state government.
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Table 5.3

Factor 1 Loadings Results

Competency Items
Demonstrates High Integrity
Have Earned Trust
Am a Role Model of Organizations Values
Demonstrates High Integrity
Responds quickly to internal constituents
Have Effective Interpersonal Skills
Work Well with Management Team
Have a Track Records for Results
Express Effective Verbal Communication
Have Good Chemistry with Key Internal Constituents
Express Effective Written Communication
Perform Accurate (error free) Work
Provides Candid Observations
Takes Appropriate Risks
Have Good Chemistry with Key External Constituents
Influences Others
Delivers Results That Promote Overall Public Good & Trust
Demonstrates Customer Focus
Skilled In Compliance Enforcement
Manages Information & Technology Effectively
Proficient in Research & Analysis Skills
Understands & Skilled In Conflict Management
Exhibits advanced level of task proficiency
Exhibits proficient policy planning & design skills
Posesses critical & systems thinking capabilities
Understands Administrative & Legislative Law
Able to Network Effectively
Understands Governance & Administrative Systems
Share Knowledge Across Org Boundaries
Have Clear Concept of Culture Required for Business Success
Organizational Design Capability
Your Business's HR Practices
HR Best Practices
Invest in Training & Development for HR Professionals
Involve Customers in Tech Design & Delivery of HR Practices
Ensure that HR is a Cultural Role Model for Organization
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A Priori Domain
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Personal Credibility
Political Credibility
Political Credibility
Political Credibility
Political Credibility
Political Credibility
Political Credibility
Political Credibility
Political Credibility
Political Credibility
Political Credibility
Political Credibility
Political Credibility
Mgmt of Culture
Mgmt of Culture
Mgmt of Business
Mgmt of Business
Mgmt of Business
Your HR Dept
Your HR Dept
Your HR Dept

Loadings
0.91
0.91
0.88
0.87
0.85
0.84
0.83
0.80
0.80
0.79
0.75
0.69
0.66
0.64
0.64
0.55
0.65
0.70
0.71
0.67
0.67
0.79
0.54
0.62
0.61
0.54
0.53
0.50
0.72
0.70
0.58
0.76
0.66
0.81
0.52
0.63

Other research literature emphasizes that organizations cannot expect to maintain
competitive advantage without customer satisfaction (Goleman, 1995; Ryback, 1998) and
that “understanding people is the key to remaining competitive both inside and outside
the organization” (Sun & Shi, 2008). The personal credibility construct, prominent in
Factor 1, is reasonably linked to customer satisfaction. Perform accurate work (.69
loading), for example, is well aligned with the technical aspects of service delivery, while
effective interpersonal skills (.84 loading) is well aligned with the interpersonal or
“people” aspect of the job.
The findings suggest that political credibility is also a key element for the HR
professional within Idaho state government. Lyle and Signe Spencer (1993) observed that
“ . . . the competencies that most often determined success were motivation, interpersonal
influence, and political skills” (p. 12), all captured under various competencies under
political credibility, in Table 5.3. For example, able to network effectively (.53 loading)
connects with motivation, while understands and skilled in conflict management (.79
loading) links to interpersonal influences, and skilled in compliance enforcement (.71
loading) to political skills.
Still other research literature reveals that civil servants have “political and ethical
competencies that differentiate them from the private sector” (Horton, 2000; Jarvalt &
Vession, 2005). Furthermore, this research suggests that some of the major competency
areas are in task proficiency, professional competence in the substantive, administration,
and political fields (Jarvalt & Veisson, 2005) and ethics surrounding the public good and
trust (Humphries Institute of Public Affairs, 1995). These competencies are among those
that are listed in Table 5.4, which links to the established research literature regarding
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public sector competencies. For instance, delivers results that promote the overall public
good and trust (.65 loading) ties directly to public sector ethics, while exhibits advanced
task proficiency (.54 loading) associates to the task proficiency competency and
understands governance and administrative systems (.50 loading) joins with professional
competence in substantive, administration, and political fields.
The Table 4.5 analysis shows that Factor 2 is also multidimensional. Table 5.4
lists survey items that loaded up on Factor 2 by a priori construct and factor loadings.
Table 5.4 shows that Factor 2 is predominantly comprised of items in the areas of change
and culture management. Previous researchers observed that the 30-year evolutionary
period of competencies and competency model development were in response to rapid
changes occurring in organizations and the workplace and the need for people to use
competencies and competency models to address specific needs within organizations
(Mansfield, 2005).
The HRCS literature emphasizes that “identifying and developing the culture of
fast innovation, creativity, agility, flexibility, and adaptation will be the call upon the HR
professional” (Ulrich, Sioli, & Brockbank, 2002). Helping people understand why change
is important (.58 loading), for example, can be affiliated with adaptation while
encouraging innovation in your department (.75 loading) accompanies innovation.
The Table 4.6 analysis reveals that Factor 3 is also multidimensional. Factor 3 is
predominantly comprised of items in the area of HR delivery (your HR department).
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Table 5.4

Factor 2 Loadings Results

Competency Items
Adapt Learnings About Change to New Change Initiatives
Monitor Progress of Change Processes
Articulate Outcomes of Change
Sustain Change Through HR Practices
Identify & Engage People Who Make Change Happen
Build Commitment to Strategic Direction
Facilitate Change Processes
Help Create the Need for Change
Ensure the Viability of Resources that make Change Happen Fast
Ensure that Key Leaders are Aligned Around Major Change Initiatives
Focus on How to Get Decision Made Quickly
Encourage Others to Make Change Happen Fast
Help People Understand Why Change is Important
Make Sure Organization is More Than Sum of its Parts
Help Employees Understand Behavioral Implications of Desired Culture
Encourage Innovation in Your Department
Identify Culture Required to Meet Business Strategy for Department
Align Individual Behavior & Organizational Goals
Help Employees Find Purpose & Meaning in their Work
Frame Culture in a Way that Engages Employees
Translate Culture into Management Practice
Understand & Manage the Global Implications of HR Practices
Focus on Internal Culture of Business Meeting Needs Exter Customers
Measure the Influence of Culture on Firm Performance
Ensure Culture of Business is Recognized by External Stakeholders
Communicate Desired Culture Inside Organization
Encourage Executives to Behave Consistently with Desired Culture
New Emerging Technologies
Social Issues that Impact Your Business
Demographic Trends that Influence Your Business
Follow Up & Reinforce Personal Change
Design Flexible Work Schedules
Contribute to the Design & Allocation of Space
Involve Employee Design & Delivry of HR Practices to Increase Abilities
Build Org Capabilities that Help Line Managers Turn Strategy into Action
Facilitates the Integration of Different Business Functions

A Priori Domains
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Change
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Culture
Mgmt of Business
Mgmt of Business
Mgmt of Business
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
Your HR Dept
Your HR Dept
Operations Mgmt

Loadings
0.86
0.83
0.83
0.80
0.79
0.79
0.78
0.76
0.70
0.68
0.66
0.61
0.58
0.79
0.80
0.75
0.74
0.68
0.67
0.74
0.58
0.58
0.56
0.55
0.55
0.51
0.51
0.50
0.58
0.50
0.50
0.50
0.73
0.50
0.61
0.58

Table 5.5 lists those competency survey items that loaded up on Factor 3 by a
priori construct and factor loadings.
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Table 5.5

Factor 3 Loadings Results

Competency Items
Have an HR Strategy that Links HR Practices to Business Strategy
Ensure that HR Strategy turns Business Goals into HR Priorities
Measure the Impact of HR Practices on Business Results
Use Emperical Research to Identify Best HR Practices
Align Organizational Structure of HR with Org Structure of Business
Build HR Practices that Add Value to the Communities
Build the Capability of the HR Dept to Add Greater Value
Involve (Capital) Investors in Tech Design & Delivery of HR Practices
Ensure that Org Structure of HR Consistent with Business Strategy
Build Org Capabilities that Help Line Managers turn Strategy into Action
Track Employee Engagement
Build Employee Value Proposition that lays out employee expect/retrns
Attract Appropriate People
Facilitate the Design of Organizational Structure
Strategic Level: HR Practices Linking HR activities to long term Buss Success
Fluent in more than One Language
Facilitates Dissemination of Customer Information

A Priori Domains
Your HR Dept
Your HR Dept
Your HR Dept
Your HR Dept
Your HR Dept
Your HR Dept
Your HR Dept
Your HR Dept
Your HR Dept
Your HR Dept
Your HR Dept
Your HR Dept
OD/Talent Mgmt
OD/Talent Mgmt
Strategic Architect
Political Credibility
Operations Mgmt

Loadings
0.84
0.82
0.78
0.73
0.68
0.62
0.60
0.59
0.57
0.57
0.54
0.53
0.71
0.53
0.51
0.50
0.50

The literature suggests that public services often look to the private sector to
bridge the gap between the inflexibility of civil systems and the flexibility of HR best
practices delivery of private business (Selden, Ingraham, & Jacobsen, 2001; Borins,
2000; OPM 1999–2000; Ulrich, 1997; Gore 1993, chap. 2). These findings suggest what
competencies HR professionals need to possess in order to effectively provide delivery of
HR best practices. In this instance, the ability to ensure that the organizational structure
of HR is consistent with the business strategy (.57 loading) and have an HR strategy that
links HR practices to business strategy (.84 loading) tie directly to effective delivery of
HR best practices competencies.
The results from the Table 4.7 analysis shows that Factor 4 is largely comprised
of survey items that is a composite of an original HRCS constructs, organizational
design–talent management. Table 5.6 on the following page exhibits those competency
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survey items that loaded up on Factor 4 according to a priori construct and factor
loadings.

Table 5.6

Factor 4 Loadings Results

Competency Items
Use Challenging & Valuable Work to Motivate & Retain Key Talent
Facilitate Establishment of Clear Performance Standards
Design Measurements for High & Low Performing Individuals
Leverage HR Info Systems to make Better Decisions
Design Feedback Processes
Use Technology to Facilitate Org Transformation
Manage Labor Policies & Procedures
Retain Appropriate People
Promote Appropriate People
Leverage Info Technology for HR Practices
Assess Key Talent
Develop People Management Skills in Leaders & Managers
Work with Managers to Send Clear & Consistent Messages
Facilitate Design of Internal Communication Process
Manage Workforce Diversity
Remove People from Org when Appropriate
Provide Accurate & Candid Feedback
Transformational Level: Practices Linking HR to Value Added Interventions

A Priori Domains
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
Strategic Architect

Loadings
0.87
0.86
0.84
0.80
0.78
0.70
0.66
0.63
0.60
0.59
0.58
0.57
0.52
0.50
0.50
0.50
0.50
0.50

The items in Factor 4 are primarily those in the area of organizational design–
talent management related the HRCS literature. According to the literature, the
competencies of the organizational designer–talent manager “masters theory, research
and practice in both talent management and organizational design by ensuring today’s
and tomorrow’s talent; developing talent; shaping the organization; fostering
communication; and designing rewards systems” (Brockbank & Ulrich 2007; Grossman,
2007). For example, assess key talent (.58 loading) affiliates with ensuring today’s and
tomorrow’s talent and use technology to facilitate organizational transformation (.70
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loading) more directly connects with shaping the organization. These findings indicate
these competencies are of very significant importance for the HR professional in Idaho
state government.
The Table 4.8 analysis shows that Factor 5 is also multidimensional. Table 5.7
exhibits those competency survey items that loaded up on Factor 5 according to a priori
construct and factor loadings.

Table 5.7

Factor 5 Loadings Results

Competency Items
Financial Statements-Balance Sheets, Income Statement, Cash Flow etc.
Requirements of External Customers
Competitor Analysis
How Your Business Makes Money (Who, Where, How)
Globalization of Business
Managing Supplier Relationships
Computer Information Systems
Design of Work Process
Manage External Vendors
Build HR Practices that Add Value to External Customers
Exhibits Capabilities to Formulate & Analyze Budgets
Manages Arrangement of Physical Space & Work Environment

A Priori Domains
Mgmt of Business
Mgmt of Business
Mgmt of Business
Mgmt of Business
Mgmt of Business
Mgmt of Business
Mgmt of Business
Mgmt of Business
Your HR Dept
Your HR Dept
Political Credibility
Operations Mgmt

Loadings
0.80
0.66
0.66
0.66
0.59
0.59
0.54
0.51
0.50
0.58
0.73
0.50

The items in Factor 5 are predominantly comprised of items in the area of
management of business related to topics from the HRCS literature. Competencies
surrounding management of business “contribute to the success of the business or
organization by serving the value chain; interpreting social context; articulating the value
of proposition; leveraging business technology; is business literate—knows who the
customers are, why they buy products or services, and knows the financial and strategic
issues” (Brockbank & Ulrich, 2007; Grossman, 2007). Computer information systems
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(.54 loading) and design of work process (.51 loading) would associate with leveraging
business technology, while competitor analysis (.66 loading) connects with knowing the
financial and strategic issues. These findings signify the importance survey participants
hold for these particular competencies under the management of business domain.
The Table 4.9 analysis shows that Factor 6 is also multidimensional. Table 5.8
exhibits those competency survey items that loaded up on Factor 6 according to a priori
construct and factor loadings.

Table 5.8

Factor 6 Loadings Results

Competency Items
A Priori Domains
Understands Systems Analysis & Design
Political Credibility
Knowledgeable about Technical Report Writing
Political Credibility
Demonstrates Political Savvy
Political Credibility
Effective Public Speaking Platform Skills
Political Credibility
Make Culture Management a Business Priority
Mgmt of Culture
Involve Communities in Tech Design & Delivery of HR Practices
Your HR Dept
Removes Low Value Added or Bureaucratic Work
Operations Mgmt
Perform Org Diagnosis & Audits
OD/Talent Mgmt
Transactional Level: Practices Linking HR in Efficient Delivery TransactionsHR Practices

Loadings
0.64
0.59
0.56
0.50
0.56
0.62
0.72
0.50
0.50

The items in Factor 6 are primarily comprised of a combination of items with an
emphasis in the area of political credibility related to topics from the public sector
literature. The political credibility construct was not in the original HRCS and was added
for the purposes of this research because the target population was within Idaho state
government.
These findings show that political credibility is a key element for the HR
professional within Idaho state government. Lyle and Signe Spencer (1993) stated that “ .
. . the competencies that most often determined success were motivation, interpersonal
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influence, and political skills” (p. 12). Another point of interest is the competency item
political savvy (Executive Core Qualifications—OPM, 2010; Air University, 2002;
Montross, 2002), which has emerged in this factor. It is defined for the purposes of this
study as “the ability to understand political environments and able to maneuver
effectively in the context of that environment” and links with research literature that
speaks to public servants having “political and ethical competencies that differentiate
them from the public sector” (Horton, 2000; Jarvalt & Vession, 2005). For instance,
understanding systems analysis and design (.64 loading) and demonstrates political savvy
(.56 loading) are directly linked to political competencies.
The Table 4.10 analysis shows that Factor 7 is also multidimensional. Table 5.9
on the following page exhibits those competency survey items that loaded up on Factor 7
according to a priori construct and factor loadings.
The items in Factor 7 are a combination of survey items primarily in the areas of
management of business and organizational design–talent management related to the
HRCS literature. As mentioned previously, the organizational designer–talent manager is
“ensuring today’s and tomorrow’s talent; developing talent; shaping the organization;
fostering communication; and designing rewards systems” (Brockbank & Ulrich 2007;
Grossman, 2007).
Whereas, the competencies under management of business contribute to business
success by “leveraging business technology; is business literate-knows who the
customers are, why they buy products or services, and know the financial and strategic
issues” (Brockbank & Ulrich 2007; Grossman, 2007). Design nonfinancial reward–
recognition system (.69 loading), for instance, ties readily to organizational design–talent
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management’s designing reward–recognition systems that are nonfinancial, while
external political environment (.50 loading) associates with knowing strategic issues
under management of business.
Table 5.9

Factor 7 Loadings Results

Competency Items
Establish Standards for Required Talent
Design Non-Financial Reward/Recognition System
Government Regulation
External Political Environment
Demonstrates Financial Analysis & Management Capability
Share Knowledge Across Org Boundaries
Operational Level: Practices focus on day to day delivery & administration
Contributes to Brand Building with Customer, Shareholders & Employees

A Priori Domians
OD/Talent Mgmt
OD/Talent Mgmt
Mgmt of Business
Mgmt of Business
Political Credibility
Mgmt of Culture
HR Practices
Operations Mgmt

Loadings
0.70
0.69
0.54
0.50
0.50
0.57
0.57
0.60

These findings show that survey respondents regard these particular items with
importance to the HR professional and reemphasizes their importance in other factor
findings.
At first glance, these two dominating constructs appear at odds with each other.
However, according the HRCS and overall-related literature, HR practitioners need to
develop competencies that are in step with the current roles being advocated by
contemporary researchers, such as business partner, HR experts and advocacy, change
agents, leaders, and strategic partners (Brockbank & Ulrich, 2007; Langbert, 2005; Davis,
Naughton, & Rothwell, 2004; Horton, 2002; Hondeghem, 2002; Brockbank & Urlich,
2002; Wooten & Elden, 2001; Ulrich, 1997; Blanco, Boroski, & Dryer, 1996; Yeug,
Brockbank, & Ulrich, 1994; Flanders, Carlson, & Klauss, 1983). These roles are not
always discrete—there is overlap. So, it would not be unreasonable to find such
combinations of items given the constructs that were used in the survey and what
research tells us.
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In the Table 4.11 analysis, Factor 8 is a primarily comprised of survey items that
is directly linked to an original HRCS construct. Table 5.10 presents those competency
survey items that loaded up on Factor 8 according to a priori construct and factor
loadings.

Table 5.10

Factor 8 Loadings Results

Competency Item
Manage Pension Programs
Design Appropriate Benefits System
Know When & How to Leverage Teams
Set Expectations for Leadership Behavior
Involve Line Managers in Tech Design & Delivery of HR Practices

A Priori Domains
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
Your HR Dept

Loadings
0.82
0.67
0.60
0.50
0.50

The items in Factor 8 are survey items largely comprised of organizational
design–talent management related to the HRCS literature. Moreover, Factor 8 is in direct
alignment with the original organizational design–talent management HRCS construct.
This indicates a very strong emphasis in participant responses as to the importance of this
construct and its items to the successful HR professional in Idaho state government. Items
in this construct have also appeared predominantly in Factor 4. When contrasted, there
doesn’t appear to be a clear connection between the items in Factor 4 and the items in
Factor 8, even though they have been identified as coming from the same original
domain. For example, the item in Factor 4, use challenging and valuable work to
motivate and retain key talent, was difficult to associate with the item in Factor 8,
manage pension programs. In this instance, interpretation of this construct was more
challenging than other preceding constructs.
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The results from the Table 4.12 analysis show that Factor 9 is solely comprised of
survey items that are a composite of an original HRCS construct. Table 5.11 on the
following page presents those competency survey items that loaded up on Factor 9
according to a priori construct and factor loadings.

Table 5.11

Factor 9 Loadings Results

Competency Item
Design Development Initiatives that Facilitate Change
Design Developmental Work Experience
Offer Training Programs
Offer Training Programs
Develop a Comprehensive Internal Communication Strategy & Plan
Develop a Comprehensive Internal Communication Strategy & Plan

A Priori Domains
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt
OD/Talent Mgmt

Loadings
0.70
0.68
0.57
0.57
0.50
0.50

The items in Factor 9 are survey items that are associated with organizational
design–talent management related topics from the HRCS literature. Also noteworthy is
that although the same survey items do not appear across different factors, Factors 4, 8,
and 9 are listed chiefly with items associated with organizational design–talent
management and are multidimensional across factors.
A possible explanation for this occurrence is that the organizational designer–
talent management construct had items that were all encompassing with a mix of survey
items from areas, such as benefits, pensions, and workplace policies, etc., may even have
caused some duplication of items such as in Factor 9. Perhaps it would be more
advantageous to consider these factors under different categories or labels, and this will
be discussed in more detail in the following section. Nonetheless, this finding appears to
indicate a significant emphasis in participant responses as to the importance of the items
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under the organizational designer–talent manager as essential elements for the successful
HR professional in Idaho state government.
Concluding Observations
The constructs of the HRCS model were initially geared for the private sector, but
because research literature tells us civil services often look to the private sector to bridge
the gap between the rigidity of public systems and the adaptability private enterprise to
deliver human resource best practices, the practicality of their use was in good keeping
with prevailing research literature.
Because there is such multidimensionality within and across factors, an
adjustment to categories–labels appears to be warranted for the purpose of clarity and
meaningfulness. Table 5.12 on the following page presents these nine constructs by factor
number and proposed category–label.
Because the items in Factor 1 were primarily comprised of a combination from
the personal and political credibility items, the category of professional credibility was
assigned to this factor to encompass competencies from both that speaks to the level of
professionalism appropriate for the HR professional in state government. Factor 2 was a
combination of management of change and culture items. The label “Quality
Management” was assigned to this factor to reflect the competencies involved in
maintaining a high level of quality in an organization in contributing towards its
sustainability and success.
Factor 3 mainly contained items from the construct your HR department and was
assigned “Global Best Practices Management” to reflex the more global nature of those
competencies that contribute to HR delivery of best practices within and outside the
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organization. Factor 4 was largely comprised of items associated with the organizational
designer–talent manager construct and was assigned the label of “Workforce
Management” to reflect those competencies that are developing, mentoring, and
managing future leaders and talent toward maintaining that cutting-edge focus within the
firm.

Table 5.12

Labels for Factored Constructs

Factor #

Proposed Category/Label

1

Professional Credibility

2

Quality Management (Social Business Management) †

3

Global Best Practices Management

4

Workforce Management (Continuous Learning & Development)

5

Performance Management

6

Multidimensional Category*

7

Multidimensional Category*

8

Multidimensional Category*

9

Training & Consulting

*No one a priori or literature construct dominated this factor as it was comprised of items from multiple
constructs.
†Social Business Management is defined as “the ability for an organization to use its communities to
improve its performance” or “social businesses implement social technologies, strategies, and processes
that span across their entire enterprise, creating and optimizing collaborative ecosystems of employees,
customers, partners, suppliers, communities, and stakeholders in a safe and consistent way”
(Info.socious.com.).

Factor 5 consisted of items mainly from the management of business domain and
was assigned the category of “Performance Management” to reflect those competencies
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that exhibit characteristics contributing to business performance of an organization or
enterprise. Factors 6, 7, and 8 were a combination of items from different constructs, and
consequently, because of that variability, interpretation was not as clearly forthcoming as
with the preceding factors. For these factors, the label of “No Proposed Category–Label”
was assigned to reflect the ambiguity surrounding those factored items.
Factor 9 primarily encompassed a variety from the organizational designer–talent
manager construct. However, because the items within this factor leaned more toward
competencies surrounding training and consulting, the category of “Training and
Consulting” was assigned to mirror those items in a clearly more appropriate way.
Research Question 3 Interpretation
Do the Findings of This Study Surrounding the Successful HR Professional in Idaho
State Government Suggest a New Competency Model, or an Adjustment to the
Human Resource Competency Study Model?
In order to answer this research question, a comparability analysis was conducted
based on the findings in Table 4.17 in chapter 4. The construct political credibility was
not in the original HRCS and was added to the survey for purposes of this research, given
the population (Idaho state government) that was the target for the research.
The original constructs of the HRCS model were initially geared for the private
sector, but since research literature tells us government services often look to the private
sector to shore up the breach between the rigidity of public systems and the adaptability
of private enterprise to deliver HR best practices, the practicality in using the HRCS
framework for the purposes of this study was in line with prevailing research literature
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implications and standard research practice (Selden, Ingraham, & Jacobsen, 2001; Borins,
2000; OPM 1999–2000; Ulrich, 1997; Gore 1993).
A factor analysis was conducted to answer Research Questions 2 and 3. Results
indicate multidimensionality within and across several factors, as seen in Table 4.17 and
based on interpretations in the latter part of the Research Question 2 section (Table 5.12).
Several factors did “cluster” around a dominant a priori construct. This mix of results
suggests a change in categories–labels to the HRCS model would be appropriate for these
findings, as they apply to the Idaho state government HR professional.
Table 5.13 on the following page is a reduction of the item results from the factor
analysis. The table presents the old construct category and then the associated new
construct label for interpretation purposes. Since no one a priori or literature construct
dominated the multidimensional categories, they were omitted from these reduced
findings for interpretation purposes. This does not mean the multidimensional factors are
unimportant in the factor solution, but it does mean that their meaning is difficult to
interpret. A change in the HRCS model framework provides a clearer picture of the
orientation of these constructs with respect to the Idaho state government HR
professional.
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Table 5.13

New Categories for Competency Constructs

Old Category/Label

`

New Category/Label

Political Credibility
Personal Credibility

Professional Credibility

Management of Change
Management of Culture

Quality Management (Social Business Management) †

Your HR Department

Global Best Practices Management

OD/Talent Management*
Development)

Workforce Management (Continuous Learning &
Training & Consulting*

Management of Business
Strategic Architecture
Operations Management

Performance Management

*survey items associated more with training & consulting under OD/Talent Management construct
†Social Business Management is defined as “the ability for an organization to use its communities to improve its
performance” or “social businesses implement social technologies, strategies, and processes that span across their entire
enterprise, creating and optimizing collaborative ecosystems of employees, customers, partners, suppliers, communities
and stakeholders in a safe and consistent way” (Info.socious.com.)

In Table 5.14, a taxonomies matrix reconfigures the HRCS model to fit the
sample of the population that responded to the survey.

Table 5.14

Taxonomies Matrix for the State of Idaho HR Professional

Technical Skills
Global Best Practices
Management

Interpersonal Skills
Professional Credibility

Quality Management (Social
Business Management)

Workforce Learning and Development
Workforce Management (Continuous
Learning & Development)
Training & Consulting

Performance Management

The category for technical skills includes the listed domains of global best
practices management, quality management (social business management), and
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performance management based on a shared common theme, such as technical business–
organizational skills and expertise, which is required to navigate these success factors
toward organizational sustainability.
For example, all of the following survey items that fit under the suggested new
categories in Table 5.13 (also under technical skill in Table 5.14) do, in fact, require an
element of technical skill in the conduct of HR work: ensure that HR strategy links HR
practices to business strategy (under global best practices management); focus the
internal culture of your business on meeting the needs of external customers or sustain
change through HR practices (under quality management-social business management);
and globalization of business, facilitates integration of business functions or strategic
level, and HR practices that focus on linking HR activities to long-term business success
(all under performance management).
This technical skills category also emerges in a study by Martinez (2007)
regarding higher education policy analysts. Martinez describes “internal and external”
technical knowledge and skills to be those that are needed to conduct their work (p. 636).
This taxonomy also aligns with research literature regarding HR trends, noting recurring
themes that are emphasized, such as globalization, speed, service economy, changing
workforce composition, declining customer loyalty, and demands for financial results
(Clardy, 2007; Nijhof, 2004; Zaugg & Thorn, 2003; Ulrich, Sioli, & Brockbank, 2002;
Wooten & Elden, 2001; Langbert 2000; Ulrich, 1998; Blancero, Boroski, & Dryer, 1996;
Lawson & Limbrick, 1996).
The category interpersonal skills listed the domain of professional credibility,
which was based on the shared common theme that the successful HR professional in
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Idaho state government must possess personal and political credibility in their tool box.
For instance, the new categories in Table 5.13 (also under interpersonal skill in Table
5.14) show that competencies, such as political savvy or delivers results that promote the
overall public good and trust (political credibility) and have a good track record for
results or demonstrates high integrity (personal credibility), speaks to the level of
professionalism that would be required as an HR professional in state level government.
This coincides with HRCS and contemporary literature on the need for the HR
professional to possess new capacities and skills, more integrity and accountability, and
become politically keen and savvy individuals (Jarvalt & Vession, 2005, p. 2; Virtanen,
2000, p. 334; Noordegraff, 2000, pp. 329–331).
The category of workforce learning and development lists workforce management
(continuous learning and development) and training and consulting domains, which is
based on the shared common theme that the successful HR professional in Idaho state
government must possess competencies that enable the development of the workforce
and its leadership in order to maintain long-term success of the organization.
For example, the new categories in Table 5.13 (also under workforce learning and
development in Table 5.14) show that the survey items assessing key talent or developing
people management skills in leaders and managers (under workforce management–
continuous learning and development) appear to connect with training and consulting.
Similarly, the survey items offer training programs or design developmental work
experience (under training and consulting) that can be linked with workforce
management.
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These findings connect with the overall research literature implies that in order to
carry out the new roles of business partner, HR experts and advocacy, change agents, and
leaders, the competencies for these roles need to be developed and improved upon
regarding the HR professional (Brockbank & Ulrich, 2007; Grossman, 2007; Langbert,
2005; Davis, Naughton & Rothwell, 2004; Horton, 2002; Hondeghem, 2002; Brockbank
& Ulrich, 2002; Wooten & Elden, 2001; Ulrich, 1997; Blancero, Boroski, & Dryer, 1996;
Yeung, Brockbank, & Ulrich, 1994; Flanders, Carlson, & Klauss, 1983).
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Research Question 4 Interpretation
Do Managers As a Group, Rate the Competencies Differently from Employees as a
Group, as to What Will Be Most Important for the Successful HR Professional in
Idaho State Government?
To answer this research question, findings from descriptive statistics in chapter 4,
Table 4.16 and from independent samples test (t-test) results from Table 4.18 were
analyzed. The following interpretations discuss the research findings.
.Descriptive Statistics Interpretations
Means and standard deviation are often utilized as a descriptive indicator of
survey participant agreement or importance ratings. A comparability table (Table 4.20)
was developed to present a clearer representation of the descriptive group comparisons
across nine constructs between employees and managers. The means and standard
deviation findings in Table 4.16 were reorganized under Table 4.17 under four
possibilities: high-mean/high-standard deviation, high-mean/low-standard deviation, lowmean/high-standard deviation, and low-mean/low-standard deviation.
Table 5.15 presents a simplified importance–agreement matrix, which groups the
results of Tables 4.16 and 4.17 into categories and therefore lends itself to more
immediate interpretation. The categories are orientated by three levels of importance and
agreement: high importance/high agreement, important-varied/low agreement; and low
importance/no agreement.
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Table 5.15

Importance-Agreement Matrix

High Importance
High Agreement
Strategic Architecture
Political Credibility(Employees)
Personal Credibility
OD/Talent Management

Important
Varied/Low Agreement
Management of Culture
Management of Change
Your HR Department
Political Credibility (Managers)

Low Importance
No Agreement
Operations Management
Management of Business

The importance–agreement matrix (Table 5.15) suggests the general agreement
and importance rating managers and employees gave competency items under each of
these constructs as groups based on descriptive statistics. As with previous
interpretations, Table 5.15 emphasizes interpersonal competencies (professional
credibility—a combination of personal and political credibility) and workforce learning
and development competencies (workforce management-OD/talent management) with a
high level of importance and participant agreement.
Quality management (a combination of management of culture and change) and
global best practices management (your HR department) both under technical skills of the
taxonomies matrix (Table 5.14) is important to participants, but responses varied (low
agreement and high standard deviation). Performance management (a combination of
strategic architecture, management of business and operations management) under
technical skills of the taxonomies matrix was divided between high importance and high
level of agreement (strategic architecture) and low importance-no agreement (operations
management and management of business) as to participant importance and agreement
regarding competencies under these constructs.
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Independent Samples Test Interpretations
The independent samples test (t-test) results from Table 4.18 were analyzed. The t
test was conducted overall nine components with a 95% confidence interval. Since all pvalues were greater than the .05 threshold, which suggests there is no statistical
significance between employees and managers across the nine constructs, there was no
further interpretation of this data.
T-testing is an assessment to determine whether two groups significantly differ
from one another in terms of their responses to a common question or construct. The
findings in Table 4.18 suggest that employees and managers groups did not rate the
survey items significantly different from each other. Because the comparison t test was
influenced by the low-response rates and partially finished surveys, the comparisons
should be viewed with caution. The more conservative approach to interpret this question
is to limit consideration to the descriptive results of Table 5.15.
Implications for Practice
The implications of this research are practical and beneficial toward the
development of the HR professional within state level government. For example, the
creation of the competency model was one outcome of this study. The HRCS framework
was utilized as a baseline for the development of this study.
Eight constructs from the original HRCS framework were used, in addition to the
political credibility construct, which was added given that the population works in the
public sector. Nine factors emerged from the factor analysis, and five of those factors
were amenable to interpretation. Together, the five factors create a competency model

139

that serves as the underpinning for HR professional competencies at the state government
level.
Competency models not only provide a standard from which performance can be
evaluated and practiced in the HR profession, but they are also formidable tools to assist
in keeping pace with the challenges that come with operating in a fast changing
environment. Competency models can also act as a guide for professional and leadership
training and development, particularly for entry level personnel. The utilization of
competency models and the importance-participant agreement tools highlight
competencies that HR professionals agree are important to practice in the conduct of their
work.
Another point of notable interest that emerged in this study is the identification of
specific technical skills as they relate to the HR professional in state level government.
With this acquired knowledge, practitioners can identify and define behaviors associated
with desired competencies, then develop a training curriculum focused on training
personnel and obtaining those skills to improve their own work effectiveness. These
identified technical skills will also assist HR professionals to seek those skills in newly
hired employees coming into the organization and to assist with a more targeted
recruitment criterion in seeking and selecting new talent.
This study also emphasized the importance of interpersonal and political skills
towards promoting workforce learning and development within state level government.
Spencer and Spencer state in their research that “… what distinguishes superior
performers in these [complex] jobs is motivation, interpersonal skills, and political skills
all of which are competencies” (Spencer and Spencer, 1993, p.12).
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The identification of these interpersonal and political skills will assist HR
specialists in growing their own talent and identifying those individuals for promotion or
professional development towards filling key leadership roles and supervisory positions.
It would also aid HR personnel in developing and providing value added work force
training and development which would enhance the interpersonal and political skills of
those employees in organizational areas that have more direct customer contact and focus
in the conduct of their day-to-day work.
Recommendations for Future Research
This research project developed and answered research questions that in turn,
caused other questions to emerge for future research and exploration. Some questions for
consideration are how would HR professionals from other states rate these competencies?
Would findings overlap with the results in this study as they relate to Idaho state
government? Would this lead to a more generalized model for the HR professional in
state government that would be universally applicable to any state? For example, what
would be the most important competencies for information technology technicians,
environmental professionals, early childhood and secondary educators, state law
enforcement officers, public policy analysts, magistrates, auditors (perhaps by specialty),
post-secondary educators, and administrators?
Perhaps competencies would be rated differently or even show more
compelling results utilizing a broader universe and more robust sample sizes? For
instance, competency models for different occupations could be identified by region or
even on a national level. Other potential research endeavors may not be limited to
focusing on competencies that are important in state government, but could encompass
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more sector-wide areas, such as nonprofits or local government systems. Comparisons
could then be made between local and state systems for any significant overlap or
differences that may emerge.
Results in this study showed factored components with a mixture of survey
competency items exhibiting predominance from different domains. Many of the survey
items were primarily comprised of transactional (competencies that assist in traditional
day to day HR delivery and management, technical skills, etc.) and transformational
(competencies that are interpersonal or reflect personal attributes such as trust, honesty,
integrity, etc.) competency items. Spencer and Spencer (1993) distinguish personal
competencies or attributes are more associated with self concept, traits and motives,
while knowledge and skill competencies are associated more with interpersonal skills.
The findings in this study confirm Spencer and Spencer’s (1993) statement
regarding superior performers being distinguished by their high level of motivation,
interpersonal, and political skills particularly surrounding professional credibility which
is comprised of a predominant combination of personal (transformational/transactional)
and political credibility (transformational/political) competencies (p.12).
This study focused on the competencies for the successful HR professional within
Idaho state government. Future study considerations should examine competencies for
superior HR performers and managers (bureau chiefs) on a state government level.
Summary
Initially, this research study endeavor began with the review of literature and
discovering traditional studies, which encompassed private, international and U.S. federal
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public service, but very little examination was found regarding state level competencies
for the HR professional.
A common theme that surfaced from the research literature was that in any
rapidly changing work environment, the need for adaptability is tantamount to sustainable
organizational success regardless of occupational sector. At first, some businesses began
to flounder and recruitment efforts bottlenecked because they could not find enough
people to fill positions being rapidly vacated. However, as time went on, the problem was
not that there were enough people available to work, but that there was not enough people
with the appropriate competency skills to meet the needs of many businesses and
organizations.
Competency models not only provide a criterion from which work effectiveness
can be measured, but they are also valuable instruments to help navigate through the
challenges that come with managing rapid change. They can also prove invaluable for an
organization in growing their own talent and to develop recruitment strategies in
addressing workforce shortage issues.
Overall, this research provides answers to the research questions developed for
this study and introduces some value-added approaches in bringing relevance to
competencies in any particular occupational field or profession. The development of the
competency model for the HR professional in Idaho state government plays a critical role
in establishing the importance of these competencies and addresses a deficiency in the
research literature regarding these competencies at the state government level. It is my
hope that this study will make a contribution toward fostering future studies in the area of
state level public services and the HR professional.
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Appendix A: Competency Models for Private and Public Sectors
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Appendix B: The Human Resource Competency Study Survey-Framework
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149

Appendix B-2: State of Idaho Competencies Study Survey
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Appendix B-5: Subject Matter Expert Panel Participant Letter

You are invited to participate as a member of a subject matter expert panel (SME) for a
study being conducted by Cecil R. Torres Jr., doctoral candidate, and Dr. Mario Martinez, Ph.D. at the
University of Nevada Las Vegas. The main purposes of this study are to examine competencies as they
pertain to the human resource professional within the Idaho state government; to extend the review of
research literature that is deficient in the area in regards to state government repertoires for the human
resource professional; and to explore and identify any emergent themes in this area.
Participation in this study may benefit you through the information provided which could be used to
lay a foundation for discussing remedial approaches to current and future workforce issues. By
participating in this study, the results could supply the catalyst to reassess incumbent strategies toward
recruitment, retention, and succession planning. It would also provide the opportunity to review these
issues and other areas such as, antiquated competencies and job descriptions, through a more contemporary
lens.
If you decide to participate in the study, you will be asked to:


Review the study survey questions provided and submit feedback

By returning your completed questionnaires you are giving your consent to participate in this study.
Data will be coded to maintain confidentiality. Your name will not appear on any form. No data will be
personally identified with you. Participation is completely voluntary, and you may withdraw from this
study at any time without adverse consequences. There are no risks beyond the inconvenience of time.
If at any time you have questions about the study, you may contact:
Cecil R. Torres Jr.
1975 E. Wrightwood Dr.
Meridian, ID 83642
208-404-4191
trescruces@cableone.net
cecil.torres@tax.idaho.gov

Dr. Mario Martinez, Professor
Educational Leadership Department
University of Nevada Las Vegas
Las Vegas, NV 89154
702-895-2895
mario.martinez@unlv.edu

If you have questions or concerns about the treatment of participants in this study you may call or write:
Brenda Durosinmi, MPA, CIP, CIM-Director
Office for the Protection of Human Subjects (OPRS)
University of Nevada Las Vegas
4505 Maryland Parkway, Box 451047
Las Vegas, NV 89154-1047
Telephone: (702) 895-2794
Email: OPRSHumanSubjects@unlv.edu
Thank you for your consideration of participating in this study.
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Appendix B-6: Survey Participant Letter

You are invited to participate in a study conducted by Cecil R. Torres Jr., doctoral
candidate, at the University of Nevada Las Vegas. The main purposes of this study are to examine
competencies as they pertain to the human resource professional within the Idaho state government; to
extend the review of research literature that is deficient in the area in regards to state government
repertoires for the human resource professional; and to explore and identify any emergent themes in this
area.
Participation in this study may benefit you through the information provided which could be used to
lay a foundation for discussing remedial approaches to current and future workforce issues. By
participating in this study, the results could supply the catalyst to reassess incumbent strategies toward
recruitment, retention, and succession planning. It would also provide the opportunity to review these
issues and other areas such as, antiquated competencies and job descriptions, through a more contemporary
lens.
If you decide to participate in the study, you will be asked to:



Acknowledge informed consent agreeing to participate in this study
Fill out and submit a survey questionnaire for this study

By returning your completed questionnaires you are giving your consent to participate in this study.
Data will be coded to maintain confidentiality. Your name will not appear on any form. No data will be
personally identified with you. Participation is completely voluntary, and you may withdraw from this
study at any time without adverse consequences. There are no risks beyond the inconvenience of time.
This survey will be administered though Survey Monkey Web site services. You will be allowed up to five
days from the date received to complete and submit this survey to minimize impact of time on work flow.
If at any time you have questions about the study, you may contact:
Cecil R. Torres Jr.
1975 E. Wrightwood Dr.
Meridian, ID 83642
208-404-4191
trescruces@cableone.net

Dr. Mario Martinez, Professor
Educational Leadership Department
University of Nevada Las Vegas
Las Vegas, NV 89154
702-895-2895
mario.martinez@unlv.edu

If you have questions or concerns about the treatment of participants in this study you may call or write:
Brenda Durosinmi, MPA, CIP, CIM-Director
Office for the Protection of Human Subjects (OPRS)
University of Nevada Las Vegas
4505 Maryland Parkway, Box 451047
Las Vegas, NV 89154-1047
Telephone: (702) 895-2794
Email: OPRSHumanSubjects@unlv.edu
Thank you for your consideration of participating in this study.
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Appendix C: Descriptive Statistics
Descriptive Statistics for the Survey Items (151) N = 60

Competency

M

SD

Item 1
Item 2
Item 3
Item 4
Item 5
Item 6
Item 7
Item 8
Item 9
Item 10
Item 11
Item 12
Item 13
Item 14
Item 15
Item 16
Item 17
Item 18
Item 19
Item 21
Item 22
Item 24
Item 25
Item 26
Item 27
Item 28
Item 29
Item 30
Item 31
Item 32
Item 33
Item 34
Item 35
Item 36
Item 37
Item 38
Item 39
Item 40
Item 41

4.23
4.38
4.00
3.77
4.35
3.73
3.81
3.46
2.77
4.23
4.27
4.54
4.62
3.85
4.04
4.12
4.23
3.65
3.62
4.19
3.69
4.54
4.42
4.15
4.46
4.35
3.81
2.38
4.62
4.42
4.77
4.31
4.19
4.04
4.31
4.19
4.04
4.31
4.65

0.65
0.80
1.13
0.76
0.80
0.87
0.75
1.14
1.18
0.82
0.83
0.65
0.64
0.78
0.82
0.82
0.86
0.75
0.70
0.63
0.84
0.81
0.86
0.73
0.86
0.85
0.94
0.64
0.64
0.90
0.59
0.79
0.75
0.92
0.84
0.75
0.92
0.79
0.63
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Appendix C-1
Descriptive Statistics for Survey Components

Variables

M

SD

Median N

Missing

HR Practices

4.04

0.58

4.00

49

11

Ops Mgmt

3.60

0.63

3.60

48

12

Political
Credibility

4.04

0.51

4.11

44

16

Personal
Credibility

4.42

0.59

4.63

44

16

Bus Mgmt

3.62

0.61

3.56

42

18

Culture Mgmt

4.01

0.80

4.16

41

19

Change Mgmt

3.91

0.75

3.96

40

20

OD/Talent Mgmt

4.32

0.47

4.44

35

25

HR Dept

3.75

0.77

3.95

34

26

Key: Ops Mgmt = Operations Management; Bus Mgmt=Business Management; OD/Talent Mgmt =
Organizational Design/Talent Management; Dept = Your Human Resources Department; HR Practices
(Strategic Architecture)
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Appendix D: Independent Group Comparisons for Employees versus Managers

Group Statistics
Employee Type
Practices

Operations

Political Credibility

Personal Credibility

Business

Culture

Change

OD/Talent Mgmt

HR Dept

N

Mean

Std. Deviation

Std. Error Mean

Employees

40

4.0125

.60698

.09597

Managers

9

4.1389

.43501

.14500

Employees

39

3.6205

.63709

.10202

Managers

9

3.4889

.64118

.21373

Employees

35

4.0421

.53137

.08982

Managers

9

4.0702

.43877

.14626

Employees

35

4.4429

.63636

.10756

Managers

9

4.3681

.36902

.12301

Employees

34

3.6125

.60875

.10440

Managers

8

3.6324

.62787

.22198

Employees

32

4.1398

.69870

.12351

Managers

9

3.5848

1.02071

.34024

Employees

31

3.8834

.73672

.13232

Managers

9

3.9829

.81931

.27310

Employees

27

4.3313

.48481

.09330

Managers

8

4.2778

.42828

.15142

Employees

26

3.7605

.72768

.14271

Managers

8

3.7045

.94538

.33424
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Appendix E: Factor Analysis Results by Item

Rotated Component Matrix of the PCA 4-Component Solution Using Ratings of Human
Resources Professionals (N=60) Sorted by Size of Component Loadings
Items

C1

Item 31
Item 36
Item 39
Item 31
Item 40
Item 44
Item 38
Item 151
Item 30
Item 43
Item 32
Item 25
Item 60
Item 42
Item 64
Item 23
Item 62
Item 22
Item 37
Item 24
Item 15
Item 35
Item 61
Item 10
Item 34
Item 33
Item 149
Item 16
Item 17
Item 52
Item 41
Item 11
Item 13
Item 26
Item 131
Item 12
Item 57

.91
.91
.88
.87
.85
.84
.83
.81
.80
.80
.79
.79
.76
.75
.72
.71
.70
.70
.69
.67
.67
.66
.66
.65
.64
.64
.63
.62
.61
.58
.55
.54
.54
.53
.52
.48
.42

C2

C3

C4

C5

C6

[.49]

[.41]

[.42]

[.51]
[.43]

[.46]
[.47]
[.45]
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C7

C8

C9
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Citizenship: US

Curriculum Vitae

trescruces@cableone.net
1975 E Wrightwood Dr.
Meridian, ID 83642

Education
12/2012

PhD Higher Education Leadership-Workforce Education & Development
University of Nevada Las Vegas, Las Vegas, NV 89154

8/2002

Masters of Education Human Resources Training & Development
Idaho State University, Pocatello, Idaho 83501

5/1996

Bachelor of Arts Business Management
Lewis-Clark State College, Lewiston, Idaho 83209

7/1992

Associate of Arts Management
College of Southern Idaho, Twin Falls, Idaho 83301

Work Experience
Idaho State Tax Commission
Technical Records Specialist 1
800 Park Blvd, Plaza IV
Boise, ID 83722

03/2007 - Present

Duties: Application Registration Maintenance (ARM)-Provides a variety of high level program
support functions; extensive research, analysis, problem solving and greater use of judgment required
for determining an appropriate course of action; reviews & processes documents; determines &
explains compliance laws, rules, regulations, and policies & takes appropriate action as it relates to
permit issuance. Understands business structures/business and individual tax forms.
Office Specialist 2
800 Park Blvd, Plaza IV
Boise, ID 83722
Duties: Application Registration Maintenance (ARM)-The ARM clerk is responsible for the rapid
processing of personal taxpayer Idaho business registration permit application data into a live data
base. This data included social security numbers, birth and death dates. Individuals in these positions
must keyboard at 45 wpm with a high degree of accuracy.
Tax Auditor 1-Tax Discovery Bureau:
800 Park Blvd, Plaza IV
Boise, ID 83722
Duties: Responsibilities entailed auditing individuals and small businesses for non-filer compliance.
This included reviewing of accounting systems, financial statements, work papers, tax and payroll
records and other related documents. Other related tasks included preparing audit summaries and
findings, identifying legal issues; apply appropriate statute, rules, and legal precedents; participated in
audit teams, research, and analysis of data for accuracy in order to insure compliance with state tax
laws and regulations.
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Program Specialist-Unclaimed Property:
800 Park Blvd, Plaza IV
Boise, ID 83722
Duties: Provided complex consultative and technical services regarding unclaimed property, to
include program applicability and legal requirements to unit program staff, other governmental
agencies, community organizations and the general public; participated in program planning,
development and implementation. Planned and developed educational outreach programs regarding
unclaimed property compliance for small businesses. Participated in securities reconciliation process
as part of internal controls; prepared news releases, brochures, posters, newsletters and other
materials; develop, recommend or implemented program policies and procedures, and conducted
specialized research projects/law reviews submissions for legislative/administrative law change.
Tax Auditor 1-Unclaimed Property:
800 Park Blvd, Plaza IV
Boise, ID 83722
Duties: Responsibilities encompassed auditing small businesses for unclaimed property compliance.
This includes reviewing of accounting systems, financial statements, work papers, tax and payroll
records and other related documents. Other related tasks included preparing audit summaries and
findings, identifying legal issues; apply appropriate statute, rules, and legal precedents; participated in
audit teams, research, and analysis of data for accuracy in order to insure compliance with state tax
laws and regulations. provided complex consultative and technical services, to include program
applicability and legal requirements to agency program staff, other governmental agencies,
community organizations and the general public; prepared or assisted in the preparation of
administrative reports, studies, and specialized research projects/unclaimed property law review;
evaluated research findings relative to specific projects being developed; planed and developed
educational programs. Participated in securities reconciliation process as part of internal controls.
Prepared news releases, brochures, posters, newsletters and other materials; developed ,
recommended, and implemented educational outreach materials and conducted presentations to
small businesses and other organizations regarding unclaimed property compliance.
Rapid Processing Clerk-Revenue Operations-Temporary
800 Park Blvd, Plaza IV
Boise, ID 83722
Duties: The Temporary Rapid Processing clerk is responsible for the rapid processing of personal
taxpayer data into a live data base. This data includes social security numbers, birth and death dates.
Individuals in these positions must keyboard at 45 wpm with a high degree of accuracy. This also
included editing imaging data and utilizing imaging/Optical Character Recognition technology.
Promoted to Office Specialist 1(OS1)-operated imaging machine (IMBL) equipment-temporary
assignment. Advanced to Tax Payer Accounting Error Correction Clerk (TRS 1)-performed
specialized support work that involves extensive in-depth information gathering, research, decision
making, problem resolution, reviewing, evaluating, and approving acceptability and conformance of
program records for eligibility within tax commission requirements, policies, procedures, and
statutes.
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Axia College-University of Phoenix
Online Adjunct Faculty Instructor
3157 E Ellwood St
Phoenix, AZ 83504

01/2006– 01/2008

Duties: The Online Adjunct Instructor position accounted for the overall instructional and
academic excellence of the respective Academic Affairs associates program and ensured academic
integrity/honesty in an asynchronous environment. Instructed a minimum of 2-classes
simultaneously and provided in-depth feedback to all students on a weekly basis. Instructors met a
weekly requirement of 20-hours per week set forth in the office hours: 4-8pm Mon-Thurs, 5-9pm
Sun. Approved to teach Effective & Persuasive Writing, Utilizing Information in College Writing,
Written Communication (business writing, job search, resume development etc.), Critical Thinking,
Cultural Diversity, Human Resource Management, and Organizational Theory & Behavior.
University of Nevada Las Vegas
Graduate Assistant-Center for Academic Outreach-EOC
1455 Tropicana Ave, Suite 730
Las Vegas, NV 89119

08/2003 – 02/2006

Duties: The Graduate Assistant provided teaching, research, or other support to an academic unit
and graduate faculty while pursuing a graduate program of study. Program focused on providing
services geared toward entry or re-entry of special populations groups into post secondary or higher
education. Specific concentration of duties centered on proctoring and administering GED pre and
post examinations, career exploration, college applications assistance, computer literacy, financial aid
application assistance, and other relevant services for Hispanic population participants. Assisted in
guiding participants to resources that would enable the achievement of their educational goals.
Collaborated with local community, state, and federal compliance standards for Trio and CAEO
grant funding sources.
Graduate Assistant-Center for Workforce R & D
4505 Maryland Parkway
Las Vegas, NV 83154-3002
Duties: The Graduate Assistant provided teaching, research, or other support to an academic unit
and graduate faculty while pursuing a graduate program of study. Other duties included, but were not
limited to, designing rubrics, working on research teams, events coordination, student recruitment,
curriculum design for teaching credentialing, assisting in designing curriculum for graduate programs,
FERPA, affirmative action, and other compliance & records organization and tracking. Participated
on interview panels for faculty candidates, promotional planning, undergraduate advising, and
advancing community collaboration opportunities.
Bellagio Resort Hotel & Casino
HR/Workforce Consultant-HR Special Projects
PO Box 7700
Las Vegas, NV 89177-7700

05/2004 – 08/2004
Contract Services

Duties: Provided contracted consulting training services in Workplace and Leadership Ethics.
Conducted research on Workplace and Leadership Ethics & developed 2-3 hour
Workplace/Leadership Ethics class, participant and facilitator manuals, handouts, quizzes, and visual
media presentations. Participated in the development of assessment and evaluation process for
management training program, conducted research on reinforcement training, best practices,
constructed pre and post training survey instruments, established frequency needed to ensure
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effective transfer of learning and method of delivery (including e-learning approaches and media).
Designed format for reinforcement training for current project and existing courses.
South Central Head Start-College of Southern Idaho
Family Services Coordinator
296 Falls Ave W
Twin Falls, ID 83303

07/1999 – 02/2003

Duties: Charged with coordinating, administering and monitoring the integrity of program wide
family services delivery to over ten centers in a nine county service area. Served as training and
technical support for line staff, volunteers, and social service/parent involvement staff. Collaborated
with center supervisors in developing tactical and strategic plans to ensure comprehensive service
delivery. Assisted in creating and modifying policies, procedures, directives and bylaws. Participated
in the development of recommendations for procedures in recruitment, placement, and modification
of wage rates, training programs and job descriptions as required. Trained educators and supervisors,
maintained records, and wrote reports for upper management supervisors and staff. Conducted
budget preparation and interpretation of federal performance standards for federally funded program
and participated in three collaborative committees on a local, state, or regional/national level.
Facilitated community assessment reporting, events coordination, and executed statistical data
compilation and analysis for grants and other projects. Performed prospect research, wrote and
administered grants, as well as, interfaced and teamed with various professionals as needed on a local
or state level. Administered self-audit evaluations and on-going oversight involving information
systems data collection (HSFIS). Implemented program development/design and training
curriculum/design and participated in interview panels and recruitment selection.
Center Supervisor-Little Wood
207 W A St
Shoshone, ID 83352
Duties: Responsible for the day-to-day operations of federally funded center programs and staff
supervision and National Association for the Education of Young Children accreditation and USDA
standards compliance. Charged with performing tactical oversight of center operations and managing
community relations, community related and center activities, events coordination, child enrollment
and transportation, interfacing with civic leadership, school districts and to meet the needs of families
and children. Administered and conducted performance evaluations, disciplinary action, and
recruitment. Advised and directed professional and educational goals for line staff and monitored
progress. Interviewed client and family members to determine needs. Executed budget oversight and
control and facilitated parental and other community gatherings and functions. Maintained case
records through information systems database (HSFIS), and wrote monthly reports to upper
management supervisors. Consulted and interfaced with various health, school district, and
community professionals, ensured center operations remains within federally mandated performance
standards, and participated in at least three collaborative committees on a local or state level.
Provided and scheduled training for line staff, participated in interview panels, self-audit evaluations,
and recruitment process.
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Operations Management International (OMI-CHM2 Hill)
Operator/Lab Technician
350 Canyon Springs Rd W
Twin Falls, ID 83301

01/1995 – 02/1999

Duties: Operator in Training is responsible for the operations in process of public owned treatment
works. Position entails fundamental using basic engineering calculations to troubleshoot and lab
analysis to insure that final effluent discharge is within EPA & DEQ compliance standards. Lab
Technician I: responsible for performing various required testing of wastewater and to record
outcomes in order to monitor effluent discharge for EPA & DEQ compliance standards. As safety
team facilitator, reviewed and interpreted OSHA safety regulations, developed required training plans
for line and management staff. Conducted oversight of safety team and outcomes related to the safe
working environment within the facility and provided documentation and other reports for corporate
reviewers.
Lamb Weston (formerly Universal Frozen Foods)
11/1985 – 01/1995
Operator/Lab Technician
856 Russet St
Twin Falls, ID 83301
Duties: There were various advancements into different job positions during this time period.
Operator V-Special Products, Packaging Machine Operator V-Q Plant Operations, Lab Technician
II-Quality Assurance-Bacteriology, Relief Production Coordinator, Utility Operator V, Automatic
Defect Remover/Optical Sorter Operator V, Palletizer. Level V designation operated as senior lead
personnel in a manufacturing environment and entailed direct oversight of first line floor operations
(10-75 individuals in one setting). Coordinated clean-ups, chemical applications, and machine
operations in accordance with set policies and procedures all falling under OSHA compliance
standards. Conducted departmental orientation and training for new hires in fundamental best
practices within specific job descriptions, compiled and provided testing for effective training
outcomes measures, and designed testing curriculum.
United States Navy-7th Fleet
Operations Specialist-USS Ranger CV-61
Coronado Island
San Diego, CA 83301

7/1975 – 7/1979

Duties: Operated in Combat Information Center a variety of computer-interfaced(Naval Tactical
Data Systems) detection, tracking and height-finding radars; plotted a ship’s position, heading, and
speed using computerized or manual trigonometric methods; maintained a tactical picture of the
surrounding seas by plotting and maintaining a visual representation of ships, submarines and aircraft
in the area, including friendly, neutral, hostile and civilian contacts; used secure and non-secure radio
in communicating, in plain voice or coded signals, with other air, sea or land units to coordinate
tactical and combat evolutions; operated common marine electronic navigation instruments including
radar and satellite systems, plotted own ship's position and movement on charts and made
recommendations in navigation to the Officer Of The Deck; provided target plotting data to the
Command and Control based on information received from target tracking devices; made
recommendations to Command and Control regarding tactical and combat procedures; assisted in
coordination and control of landing craft during amphibious assaults; communicated with spotters,
plotted and made calculations to adjust fire during Naval Gunfire Support missions; coordinated and
assisted in plotting and ship maneuvers for emergency evolutions such as man overboard and other
search and rescue (SAR) activities; provided assisted and direct air control of combat aircraft in antiair and anti-submarine warfare.
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Transferrable Skills
*Strong written and oral communications skills; upper management and
Supervisory experience; systems and critical thinking.
*Experienced teaching in post-secondary education in online environment:; taught Written
Communication (business writing) and Human Resource Management; approved to teach: Effective
and Persuasive Writing, Critical Thinking, and Organizational Theory & Behavior, Foundations of
Business, Contemporary Business Communication, Research Writing, and Introduction to
Marketing.
*Computer skills: Gentax (state tax processing program)-IBML/OCR, national information reporting
data/collection system—Head Start Family Information System (HSFIS); Microsoft office
applications, Corel, Adobe Acrobat, Prism and FoxPro inventory tracking system, NTDS (Naval
Tactical Data Systems) Supervisor/Tracking/Air intercept control; Computerized Processing
Management (CPM) systems in the manufacturing (food) industry; Web site maintenance.
*Grant writing/ Administration-concept letters (prospectus and proposal), budget rationales,
proposals and preparation; knowledge in monitoring multi-funding streams; program design,
development and justification; executive summaries.
*Qualitative and quantitative research design, collection, analysis methods.
*Languages-Spanish & English
*Trainer/facilitator experience: technical and training support to staff and management; 4MAT
Learning Styles Trainer; Human Resource & Workforce Education, Training and Development
Consultant: provided contracted consulting training and educational services, evaluation process
and reinforcement training on specific subject matter needs; Instructional and curriculum design:
leadership training, staff development and lesson planning, Webinar training; HR Strategic Planning
Training: HRATV-Meridian, Id-August 2011.
*Policy and procedures design and modification; interpreting regulatory directives and compliance
standards.
*Experienced in recruitment of management and line staff personnel, interviews and placements;
modification of wage rates, by-laws and job descriptions; events coordination.
*Experienced working in Production Operations manufacturing environment in first-line operations.
*Experienced working in Quality Assurance lab environments for water quality and food
manufacturing.
*Experienced in self-auditing (SAVI) process for non-profit; assisted in Federal auditing process
when required.
Key Accomplishments
Idaho State Tax Commission: Unclaimed Property—Cozette Walters-Swanson
Administrator
Issue: Conducting a law review analysis of current vs. most updated version of Uniform Unclaimed
Property Act of 1995 to submit to legislation for consideration for change and approval to assist
professional staff in executing statutes in a more effective manner; Compiled alternate plan for four
key legislative changes for fiscal year—2009-2010.
Results: Played an instrumental role in the outcome of alternate plan of changing four key
legislative laws that were passed during legislative session (HO385-RS19166 UCP) for
implementation in 2010.
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Idaho State Tax Commission: Unclaimed Property—Ron Crouch, Administrator
Issue: Conducting a law review analysis on unclaimed property law changes to submit to
legislation for consideration and approval to assist professional staff in executing statutes in a more
effective manner—2007.
Results: Played an instrumental role in the outcome of two administrative judicial rules that were
passed during legislative session—2008.
Strategic HR—Harrah’s College of Business—Co-authored publication with Dr. Robert
Woods-Professor University of Nevada Las Vegas
Issue: Cognate course requirement for PhD program.
Results: Assisted Professor Woods with the Publication of an academic book, Managing Hospitality
Human Resources 4th Edition Co-authored chapter 14 with Dr. Woods, Social Responsibility and
Ethics; American Hotel and Lodging Institute, ISBN: 978-086612-287-0—2006.
Center for Workforce Research and Development/Homeland Security Project, University of
Nevada Las Vegas—Dr. Sterling Saddler, Executive Director
Issue: 1.5 million dollar grant awarded for Homeland Security Training Project to the Center for
Workforce Development & Research.
Results: Assisted in Homeland Security data compilation for needs assessment and Delphi Study
2004-2005 academic year. This resulted in establishing a nationally targeted training program and
venues for security personnel against potential soft target terrorist insurgency in the U.S. primarily for
hospitality/casinos, convention centers, and other highly populated recreational areas.
National presentation ACTE conference Las Vegas, NV; Workplace Violence, December
2004-Dr. Clifford McClain, Associate Professor, University of Nevada Las Vegas, sponsor
Issue: There is a growing concern for the pervasive trend of Violence, particularly, in the Workplace
across occupational sectors nationwide.
Results: Under the sponsorship of UNLV Center for Workforce Development & Research,
participated in a round table presentation at the National Association for Career and Technical
Education (ACTE) convention in Las Vegas, NV December—2004. This presentation was attended
by a variety of individuals from numerous occupation sectors from different parts of the nation (in
some instances—attended the presentation twice or three times). They left with materials and
information on WPV awareness, suggested prevention methods, and best practices to address
violence issues.
Conducted research on Leadership and how it influences individuals, Dr. Mario Martinez,
Associate Professor, University of Nevada Las Vegas—Summer 2004
Issue: What are the different ways Leadership can influence individuals?
Results: Being one of a three member research team, developed and provided a review of literature,
an annotated bibliography, a nomological net, and a manual of the compilation of this research
information for Dr. Martinez for future scholarly publication and research endeavors for the Ford
Foundation Grant and other professional and academic interests.
Professional Credentials & Certificates
*Applied Leadership Series I, II, III & IV-State of Idaho-Boise State University-2008
*CITI Protection of Human Research Subjects for Social/Behavioral Research Investigators
Certification
*Idaho Professional Technical Teaching Credential: Advanced Occupational Specialist: Work Based
Learning Coordination
*Level II 4MAT Learning Styles Trainer

187

*Intensive Teaching Workshop Certificate-Teaching & Learning Center-University of Nevada Las
Vegas
*Grant Writing Certificate - Idaho State University
*Biological Process Training Certificate
*Service Coordinator Training Certificate
Community Leadership Experience
Region Infant Toddler Committee (RITC)-Idaho Department of Health & Welfare for
Region V/ 1999-2002—Served as committee member. Mission: to partner and collaborate with
communities, Department of Health and Welfare, and Interagency Coordinating Council to promote
and foster the development, health, safety, and self-reliance of Idaho families eligible for Infant
Toddler Services and to promote an environment where parents, families, communities, and the
Department of Health and Welfare work together to realize the dignified and health quality of life for
Idaho children at developmental risk. Contributed to the creation and modifying of policy and
procedures, assisted with fundraising efforts, health and developmental screenings, referrals for
children 0-3 years, and worked with the governor’s office, state and local agencies. Created an
operations agreement as part of the application process to obtain non-profit status. As a result, the
agreement was reviewed by the Attorney General’s office and was determined acceptable and upon
conclusion, assessed that a task force will be appointed to research the feasibility of making RITC a
state program.
Idaho Head Start Association Governing Board (IHSA) 2001-2002—Elected as governing board
member as staff committee representative. As board member was charged to assist in the oversight
of multi-funding stream operations for the Temporary Assistance to Needy Families (TANF)
program from federal to state to local recipients and conducted oversight support for all Head Start
programs within the state of Idaho. Executed policy and procedure and by-laws modifications, updates, and innovation. Collaborated and teamed with other Federal agencies and entities to ensure the
integrity of the program. Participated in strategic planning and budgetary analysis and made
recommendations accordingly.
Personnel Development Work Group (PDWG) 2001-2002-- Elected PDWG chair and
represented federally funded program at Idaho Head Start Association Conferences and board of
directors meetings. Shared relevant information affecting the program with upper management and
PDWG members. PDWG’s purpose is to make recommendations to approve, modify or create
policies and procedures, program by-laws, salary/wage schedules, new hires, terminations, health and
nutritional policies and procedures, job descriptions, task force appointments, and training and
professional growth criteria.
Fatherhood And Involved Males Program (FAIM) 2002-2003-- The office of the President “has
determined to make committed, responsible fatherhood a national priority.” FAIM was designed and
developed in response to one of the President’s nine initiatives that were to be implemented.
Responsible for the program design and delivery of the Fatherhood program. Held the position of
upper management staff representative and facilitator. Research shows that children would be
healthier and benefit more with the presence of two committed and involved parents. With this
concept in mind, this program had an emphasis towards the importance and impact of fathers’ in
children and family’s lives and to make resources available by collaborating with agencies,
communities, and parents so that fathers’ can make a difference.
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Occupational Experience
*Non-profit-Frontline & Upper Management
*Public Sector-State Government
*Manufacturing-Production/Operations-Frozen Foods Industry
*Water Quality-Wastewater Operation of Public Owned Treatment Works (POTW)
*Early Childhood Education
*Post-Secondary and Higher Education
Honors, Awards
*National Dean’s List for 2003-2004 - Graduate Studies GPA - 3.7
*Project Manager Monthly Recognition Award - Teamwork
*Outstanding Leadership Award - South Central Head Start
*Outstanding Service-Idaho Head Start Association Governing Board
Areas of Expertise
*Human Resource Training & Development
*Workforce Education, Training, & Development
*Leadership Ethics & Development, Behavior/Performance
*Organizational/Individual Behavior, Development & Performance
*Workplace Violence-Awareness, Prevention & Best Practices
*Policy/Procedures Design & Analysis
*Qualitative & Quantitative Research & Evaluation Methods
Other Information
Current Research Interests
*Leadership Development and Ethics
*Leadership Climate Theory
*Grant Writing and Administration
*Legal Environment of Business and Employment Law
*Team Organization and Development
*Workforce Education, Training and Development
*Evaluation, Accountability and Outcome Assessment
*Program Development and Design

*Competency Studies
*Training and Development
*Organizational Development
*Public Policy and Practice
*Workplace Violence
*Deception Research

Personal Interests
*Employee Health, Wellness and Performance Efficacy
*Change (Sustaining Change) Management
*English as a Second Language; Spanish as a Second Language
*Occupational and Corporate Education
*Work Base Learning Coordination
*Oriental and Native American Culture
*Organizational & Staff Performance
*Human Resource Training and Development
*Research (Internet and other sources)
*Instructional/Curriculum Design
*Staff and Professional Development

189

*Strategic and Tactical Planning
*Adult Education
*Mentorship
*Workforce Architecture
*Higher Education
*Job Carving
*Employee Relations
*Reflective Management
*Occupational and Job Profiling
*ROI Assessment
*Critical Thinking and Writing

